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ABSTRACT 
 
The primary objective of the study was to establish the role that is played by team 
member leadership and strategic leadership, in complementing project manager 
competencies, on project success. Ultimately, the study is meant to assist project 
organizations and project managers in crafting leadership development programmes 
and plans that entrench leadership as a complementary aspect among project 
participators. The study is modelled on the concept that there are essentially three 
levels of leadership in projects, namely: (a) executive, (b) management and (c) 
operational level (DuBrin, 2010). There is therefore a complementary leadership 
relationship between company executives, project managers and team members 
that contribute to project success. 
Most current project leadership practices emphasize the project manager’s 
competencies as the key driving force in project success. Howell and Shamir (2005) 
assert that many writers in leadership agree that leadership is an interdependent 
relationship between the leader and the follower, yet leadership theories are too 
“leader-centric”. Beyer (1999) and Yukl (1998) in Howell and Shamir (2005) also 
criticized charismatic leadership theories as promoting stereotypes of “heroic 
leadership” that single-handedly determine the fate of the groups and organizations 
and that followers are a submissive lot to the leader’s will and demands.  
The literature study revealed that there are different perspectives on project success. 
Project managers and team members mostly focus on operational objectives of cost, 
time and quality requirements to the detriment of the business results, yet top 
management focus on business results. Further the literature showed that certain 
leadership theories only recognise the project manager for leadership on projects 
while others accept that followers themselves are leaders and that formal leadership 
is becoming irrelevant. Leadership is meant to be distributed to various role players 
in the team since it is a complementary construct. 
 
The empirical study consisted of a structured questionnaire distributed to a 
population of company executives, project managers and project team members in 
various project organizations predominantly in the Eastern Cape. The structured 
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questionnaire was aimed at gathering views on the aspects of project success and 
project leadership, especially the role played by the strategic leadership and team 
member leadership as active participants that complement the project manager in 
achieving project success. The results of the empirical study revealed that: 
 Project success straddled both the notion of meeting time, cost and quality 
requirements as well as achieving strategic business results. 
 Leadership is a relationship between the leader and the led and that it must 
be dispersed to various participators in the team. 
 Top management (executives) play a valuable role in linking projects to 
strategy and ensuring an aligned selection of projects.  
 Team members play an active role in leadership, empowering the project 
leader and influencing his or her behaviour and consequently determining 
the results of the leadership relationship. 
 
Recommendations are presented for increasing project success through total 
leadership. These recommendations include that: 
 Management in project organisations should expand the definition and 
understanding of project success at all levels. 
 Executive management in project organisations should always view projects 
as strategic weapons to compete in the market place.  
 The strategic imperatives of projects and project selection are not a once-off 
exercise but further taken to implementation at project level through strategy 
implementation and monitoring. 
 Team members should be recognised as active participators in project 
leadership relationship. It is an obsolete idea to assume that as a result of 
the project manager having good leadership qualities and competencies that 
the team members will automatically follow. 
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CHAPTER 1 
 
INTRODUCTION TO THE STUDY 
 
1.1 INTRODUCTION 
 
Projects are becoming important to the growth, profitability and survival of the firm in 
an increasingly competitive business environment (Davies & Hobday, 2005). 
However, the inconvenient truth about projects is that they are complex, risky and 
therefore there is always a chance that they will fail, which means a loss of 
investment and resources for the investing organisation. Nicholas (2001) makes an 
important observation that experienced project managers find agreement in 
understanding that project failures and successes have a lot to do with the 
management thereof. 
 
A project is a temporary endeavour undertaken to create a unique product, service 
or result. Project work differs with operational work in that it is non-repetitive and 
therefore can be done only once (PMI, 2004). There is always pressure on project 
teams to deliver the best results first time, whereas it is difficult to predict the 
outcomes of projects due to uncertainty and a multitude of variables. Project teams 
require knowledge and skills that any particular person seldom or might never have.  
Project work therefore requires high levels of coordination and integration of 
individual efforts as there is only one opportunity to deliver within a specified period 
without wasting resources (Gehring, 2007). Due to this reason, project management 
professionals need to possess good leadership competencies as the main source of 
comfort to deliver best results under difficult conditions. 
 
Current project leadership practices emphasize the project manager’s competencies 
as the only key driving force leading towards project success. Howell and Shamir 
(2005) assert that many writers in leadership agree that leadership is an 
interdependent relationship between the leader and the follower, yet leadership 
theories are too “leader-centric”. Beyer (1999) and Yukl (1998) in Howell and Shamir 
(2005) also criticized charismatic leadership theories as promoting stereotypes of 
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“heroic leadership” that single-handedly determine the fate of the groups and 
organizations and that followers are a submissive lot to the leader’s will and 
demands. However, projects are executed by teams that are a combination of the 
differing strengths of a project manager and team members functioning in the 
organizational space. Traditional project leadership literature has ignored the very 
significance of the team member leadership role on project success (Geoghegan & 
Dulewicz, 2008). In addition, the role of the performing organization, the custodian of 
strategic leadership in crafting strategy, structure, policy and procedures, is also less 
visible in the current models of project leadership.  
 
Furthermore, there seems to be variances in the understanding of project success, 
some focusing purely on project results and others seeking both project and 
business results. The latter view suggests that there is a missing link between 
business strategy and project planning which limits the achievement of maximum 
business performance (Shenhar, 2004). 
 
1.2 PROBLEM STATEMENT 
 
Project success is a function of numerous factors including project mission, top 
management support, project schedule/plan, client consultation, personnel, technical 
tasks, client acceptance, monitoring and feedback, troubleshooting and 
communication (Lavagnon, 2009). Project management literature is resolute on the 
stance that leadership competencies of a project manager are positively related to 
project success. In the study conducted by Geoghegan and Dulewicz (2008) on 
project manager’s competencies and project success, the leadership dimension 
showed positive contribution to project success. Turner and Müller (2005) also state 
that the project manager’s leadership style is a positive contributor to project 
success. However Geoghegan and Dulewicz (2008) concede that the significance of 
the team member competencies on project success is ignored. Leadership plans and 
programmes tend to focus on the leader, their skills, behaviours, competencies, 
abilities and styles. This is a result of the assumption that if the leader has good 
leadership competencies, automatically the team members will follow, but it rarely 
happens in that fashion in the real world (Szumal, 2011). As a result the team 
member leadership role is hardly ever mentioned in project leadership and if it is 
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mentioned it is done to advance the perspective about project manager 
competencies. 
 
There is a lack of attention on the development of team member leadership 
competencies, such as emotional intelligence (EI), intellectual aptitude (IQ) and 
managerial competency (MQ), for maximum contribution to project success (Müller & 
Turner, 2010). Teamwork is the collective contribution of those individuals that make 
up a team and therefore each team member should possess leadership 
competencies to be used where required. To achieve the project targets, project 
scope and schedule must be distributed amongst a number of individuals. Yet, there 
is an over-reliance on the project manager for leadership in projects to bring about 
success. However, in reality projects require a range of skills and knowledge that 
any single person seldom or never has. As a result teams are an ideal integrating 
mechanism for project work (Hill, 2011).  
 
With competition intensifying between rival firms, the need for executive intervention 
at project level is also becoming more important. Strategic leadership has a role to 
play in hatching an environment for leaders to grow and realize their full potential. If 
this intention is left unclear, project-based organisations may not know how to 
intervene and generate high levels of team member commitment (Geoghegan & 
Dulewicz, 2008; Anantatmula, 2010). 
 
Atkinson (1999) and Baccarini (1999) in Geoghegan and Dulewicz (2008) outline 
project success to include stakeholder satisfaction, product success, business and 
organisation benefit, and team development while another view suggests that project 
success is defined by completion of the project within time, scope, cost and 
maintaining good customer relations (Kerzner, 2003). Shenhar, (2004) also suggests 
that many projects focus more on operational perspectives rather than a combination 
of strategic, operational and human perspective. Projects are a source of competitive 
advantage and future market success and managing them with business strategy in 
mind i.e. focusing on achieving business results, is the way to go (Shenhar, 2004). 
Projects are a result of strategic considerations including market demand, 
organisational need, customer request, and technological advances and may be a 
legal requirement (PMI, 2004). 
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In a world of increased globalisation and competition, firms are under pressure to 
compete for market share at higher scale. Brewster, Carey, Grobler, Holland and 
Warnich (2008) asserts that the new paradigm of strategic human resources states 
that competitive advantage for firms lies in its workforce. It is the workforce that 
interprets corporate strategy into tangible results and therefore a firm that invests in 
its workforce invests in its future.  
 
Guerra (2010) looks at the growing failure of capital projects to deliver performance 
not as an execution challenge but rather a paradigm challenge. There is therefore a 
need to widen the scope of project leadership to include the role of team members 
and performing organization. A complementary relationship between various levels 
of project leadership: (a) executive, (b) project manager and (c) team member, in a 
project based organization is therefore required. 
 
This leads to the following main problem which will be solved by this research: 
 
What role is played by strategic leadership and team member leadership, in 
complementing the project manager, on project success? 
 
1.3 SUB-PROBLEMS 
 
In order to develop a research strategy to deal with and solve the main problem, the 
following sub-problems have been identified: 
 
SUB-PROBLEM ONE: 
 
What constitutes project success? 
 
SUB-PROBLEM TWO: 
 
What is the nature of leadership especially project leadership? 
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SUB-PROBLEM THREE: 
 
What role does corporate strategy leadership play in project success? 
 
SUB-PROBLEM FOUR: 
 
What role does team member leadership play in project success and what team 
member leadership characteristics are essential for project success? 
 
1.4 CONCEPTUAL MODEL OF THE STUDY 
 
The study is modelled on the concept that there are essentially three levels of 
leadership: (a) executive, (b) management and (c) operations (DuBrin, 2010). There 
is therefore a complementary leadership relationship between company executives, 
project manager and team members in a project based organisation contributing to 
project success. Figure 1.1 illustrates the symbiosis between these three levels of 
leadership. 
 
Figure 1.1: Conceptual Model of the Study  
 
  
Project 
Success 
Strategic 
leadership 
Project 
Manager 
Leadership 
Team 
Member 
leadership 
Total Project 
Leadership 
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1.5 DEMARCATION OF THE STUDY 
 
The demarcation of the study serves to create limitations and delimitations of the 
research so as to make the research topic manageable. The omission of certain 
topics does not imply that there was no need to research them. 
 
1.5.1 Organizational demarcation 
The empirical component of this study was limited to project oriented organisations 
in South Africa, especially those seeking profits through the efficient implementation 
of projects. Government is excluded in this study, as the objectives of the 
government for projects may be different to those of profit seeking enterprises. 
 
1.5.2 Geographical demarcation 
The study focused on project based organizations in South Africa and as such 
empirical research was conducted on organisations that were generally spread out 
throughout South Africa. 
 
1.5.3 Target group demarcation 
The study targeted the project management sector and especially executives, project 
managers and project team members in selected project based organisations. 
 
1.5.4 Subject demarcation 
The study was limited to project leadership, and especially its influence on project 
success. It is acknowledged that there are many complex and interdependent factors 
that contribute to project success however the focus of this study was on project 
leadership. 
 
1.6 SIGNIFICANCE OF THE STUDY 
 
The main intention of the study was to establish the role that is played by strategic 
leadership and team member leadership, in complementing project manager 
leadership, on project success. The study therefore highlighted the need to extend 
the current project leadership paradigm to embrace strategic leadership and the 
team member leadership role as contributors to project success.  
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1.7 ASSUMPTIONS 
 
It is assumed that the leadership role of the project team members can be identified 
and linked to project success. It is also assumed that the strategic leadership role of 
executives in project organisations can be identified and linked to project success. 
 
1.8 RESEARCH OBJECTIVES 
 
In this section, the research primary and secondary objectives of the study are 
described.  
 
1.8.1 Primary Objective 
The primary objective of the study was to establish the role that is played by strategic 
leadership and team member leadership, in complementing project manager 
competencies, on project success. 
 
1.8.2 Secondary Objectives 
In order to achieve the main objective of the study, as stated in paragraph 1.8.1 
above, the secondary objectives are:  
 To clarify what project success is and the factors that lead to project 
success. 
 To investigate the role of leadership as a main contributor to project success. 
 To investigate the role of strategic leadership in project success. 
 To investigate the role of team member leadership in project success. 
 To determine the extent to which executives, project leaders and project 
team members believe that the various leadership roles are crucial in project 
success. 
 
1.8.3 Research Design Objective 
To achieve the primary and secondary objectives the research design objectives 
pursued led to: 
a) Conducting a literature review of existing peer reviewed sources. 
b) Designing a questionnaire for the empirical study. 
c) Testing the questionnaire on a pilot study. 
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d) Conducting the survey using the improved questionnaire. 
e) Capturing the data on Microsoft Excel. 
f) Analysing the data using STATISTICA. 
g) Interpreting, drawing conclusions and making recommendations. 
 
1.9 HYPOTHESES 
 
The main objective of the study is to extend the project leadership paradigm by 
establishing the role that is played by strategic leaders and project team members, in 
complementing the project manager, on project success.  
 
Null hypothesis 1: Ho1 
There is no perceived positive relationship between team member leadership and 
project success. 
 
Null hypothesis 2: Ho2 
There is no perceived positive relationship between project manager leadership 
competencies and project success. 
 
Null hypothesis 3: Ho3 
There is no perceived positive relationship between strategic leadership and project 
success. 
 
1.10 METHODOLOGY OF THE STUDY 
 
The broad research methodology that was followed is described in this section. 
 
1.10.1 Research Paradigm 
According to Shrestha (2009) researchers use a framework to guide their 
perceptions in the process of seeking new knowledge i.e. the paradigm. The 
paradigm chosen usually indicates which research strategies or tools will be used. 
The quantitative research method was employed in this study as a questionnaire 
with a Likert type-scale which was used in the empirical study. 
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1.10.2 Target Group 
The target group consisted of executives of project organizations, project managers 
as well as project team members. The sample of project managers and team 
members was drawn from project based organizations in South Africa. Company 
executives were identified from a number of project organisations including ESKOM, 
East London Industrial Development Zone, Coega Development Corporation, 
Umgeni Water, Amatola Water, Independent Development Trust and Johannesburg 
Development Agency. 
 
1.10.3 Measuring Instrument 
A structured questionnaire with a Likert scale was developed to elicit responses from 
the chosen sample. The reviewed literature was used as the basis of designing a 
modified measuring instrument. 
  
1.11 TERMINOLOGY  
 
The following key aspects of this study are defined: 
 
Project Success: refers to how far the project has gone to meet its pre-set 
objectives that include stakeholder satisfaction, product success, business and 
organization benefit, and team development (Geoghegan & Dulewicz, 2008). 
 
Strategic Leadership: the process of creating or sustaining an organization by 
providing the right direction and inspiration (DuBrin, 2010). 
 
Project Manager Leadership Competencies: personal traits and behaviours of 
effective project managers. Pinto and Trailer in Geoghegan and Dulewicz (2008) 
identify these characteristics or behaviours as credibility, creative problem solving, 
and tolerance for ambiguity, flexible management style, and effective 
communication.  
 
Team member (follower): a role player or specialist who participates in a project 
team to complete a specific task. 
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Team member leadership role: personal traits and competencies of effective 
project team members (Geoghegan & Dulewicz, 2008). 
 
Total leadership: for the purposes of this study, total leadership refers to the 
integration and synthesizing of strategic, project team leaders and project team 
member leadership roles for attaining project success. 
 
1.12 OUTLINE OF THE CHAPTERS  
 
The study is divided into six chapters: 
Chapter 1: Research Proposal/Scope of the Study 
Chapter 1 is an introductory chapter presenting the problem statement, main 
problem, sub-problems and demarcation of the study. 
 
Chapter 2: Literature Review 
Chapter 2 provides the literature review for the study focusing on the dependent 
variable (project success) and independent variables (strategic, project team and 
project team member leadership role). 
 
Chapter 3: Theoretical Model 
Chapter 3 provides a theoretical model of the study i.e. an integrated model of total 
leadership for project team success. 
 
Chapter 4: Methodology 
Chapter 4 provides an overview of the research methodology followed in the study 
outlining the research paradigm, sample of the study, measuring instrument 
development, pilot study and administration of the questionnaire. 
 
Chapter 5: Empirical Results 
Chapter 5 contains the results of the empirical study, and interpretations.  
 
Chapter 6: Findings, conclusions and recommendations 
Chapter 6 contains an overview of the final findings of the study, concluding remarks 
and recommendations for further research. 
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CHAPTER 2 
 
LITERATURE REVIEW: PROJECT SUCCESS,  
PROJECTS AND LEADERSHIP 
 
2.1 PROJECT SUCCESS: INTRODUCTION 
 
Often we hear the saying, “the operation was a success, but the patient died” 
(Jugdev & Müller, 2005). On the other hand, a shopping mall project in Malaysia was 
scheduled to be completed in 12 months, estimated at RM 100 million. The actual 
construction period was 15 months, and the extension of time and variation orders 
totalled RM 46 million of which RM 26 million was rejected by the developer. Using 
the traditional “iron triangle” factors of time, cost and quality, the project was a 
complete failure. Yet on completion of the project, both shoppers and tenants found 
the mall to be the best place to shop and trade. This leads to a question relevant to 
this study. What is it that really constitutes project success?  
 
Over time, an increasing number of firms are following the project approach as a 
method of achieving organizational objectives. Projects are becoming a common 
way to work, yet the separation between project management success and project 
success is becoming harder to discern (Jugdev & Müller, 2005). The increased use 
of projects and their success is complicated by the intensity of competition in the 
world, as a result of globalisation. Customers expect more, have more choices and 
are less loyal to a brand. Project success is becoming more important than before, 
although currently there is very little consensus amongst the research already 
conducted on the topic. Prior research on project success tended to focus on lower 
level objectives of time, cost and quality (Kerzner, 2003) whereas current advocates 
of project success place greater importance on higher level objectives of product 
success or service value (Andersen, Birchall, Jessen & Money 2006). Shenhar 
(2004) concurs that, traditionally project success was understood to be the assembly 
of time, budget and performance goals while nowadays projects are viewed as 
powerful strategic weapons initiated to create economic value and competitive 
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advantage. Project management literature is surely divided on the concept of project 
success. 
 
Andersen, Birchall, Jessen and Money (2006) suggest that both line and project 
managers can improve their performance if they possess a better understanding of 
the concept of project success and how to pursue it. There are a number of factors 
that lead to project success as identified by Pinto and Slevin (1988b) in Lavagnon 
(2009). Leadership in projects, especially project manager leadership, has a positive 
contribution towards project success (Christenson & Walker, 2004; Turner & Müller, 
2005; Geoghegan & Dulewicz, 2008.).  
 
The main objective of this chapter is to define the concept of project success 
(dependent variable), especially its nature and importance. It further looks at the 
three levels of project leadership as the purported contributors to project success. 
    
2.1.1 The Business of Projects 
Projects are not a new occurrence according to Davies and Hobday (2005). Early 
innovations in the form of projects were first introduced by the US defence 
department in the middle of the 20th Century. During the period from the 1940’s to 
1960’s, projects and project management started receiving the attention of other 
industries including aerospace, telecoms, information technology, construction and 
public-sector (Davies & Hobday, 2005:). Lindkvist (2004) in Davies and Hobday 
(2005) suggests that today more and more large firms are transforming themselves 
from bureaucracy, to be more responsive project-based units to achieve organ 
izational change, explore new markets, new products and solve complex problems. 
 
Projects are initiated to create change, to develop new products, establish new 
manufacturing processes, or create new organizations. Shenhar, Dvir, Levy and 
Maltz (2001) assert that without projects, firms would become obsolete, irrelevant 
and unable to catch up with an ever intensifying competitive environment. Projects 
are conceived with a business perspective in mind, a goal of better business results, 
profit, profit growth and better market position (Shenhar, Dvir, Levy & Maltz, 2001). 
The variations in the understanding of project success in project management can 
be eliminated if the origin of projects is traced. Projects are born as a result of a need 
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or a problem including market demand, a business opportunity, customer request, 
technological advance, legal requirement, a crisis and/or social need. In projects 
oriented organizations, projects result from a customer request, work instruction or 
invitation to tender (Gardiner, 2005). 
 
2.1.2 Project Success Criteria 
Success is the achievement of a favourable outcome, a triumph and the criteria is a 
reference point against which other things can be evaluated (Oxford Paperback 
Thesaurus, 2006). It is difficult to find a uniform definition on the measure of project 
success since there is no consensus as to what constitutes it. Project success is an 
ambiguous, inclusive and multi-dimensional concept that depends on the context 
(Lavagnon, 2009). 
 
Early literature on project management refers to project success as achievement 
against the triangle of objectives: completion of the project within time, cost and 
performance (Kerzner, 2003; PMI, 2004; Shenhar, 2004; Jugdev & Müller, 2005). 
The concept of project success has always centred on cost, time and performance 
but later has been modified to include acceptance by the customer or user, minimal 
scope changes, no disturbance to the main workflow of the organisation and no 
change to corporate culture (Kerzner, 2003). The intention with projects is threefold, 
according to Nicholas (2001) which is to complete within budget, schedule and 
performance requirements. This is the role of project management. However, 
Nicholas (2001) accepts that project success is multi-dimensional extending beyond 
cost, schedule and performance and relates to the satisfaction of the parties 
involved.  
 
There are old and newer views of project success and the debate has not reached 
finality according to Andersen, Birchall, Jessen and Money (2006). The old view, i.e. 
meeting time requirements, cost and quality goals, is narrow yet the newer view 
shifts towards broader strategic outcomes. Projects are a source of competitive 
advantage, an opportunity for an organisation to learn and sustain itself in a very 
competitive environment. As such, projects are less about short-term goals and more 
about long-term strategic intent to enhance the well-being of the organisation and its 
stakeholders (Andersen, Birchall, Jessen & Money, 2006). Bacarrini (1999) in 
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Andersen, Birchall, Jessen and Money (2006) attempts to describe project success 
by differentiating between product success/service value and project management 
success as both are contributors. Product success or service value concerns itself 
with the longer-term impact of the project while project management success points 
towards the achievement of lower level objectives of time, cost and quality. Van der 
Westhuizen and Fitzgerald (2005) concur in their study of project success of IT 
projects, having developed their own model based on the model of Delone and 
McLean (2003). Their model, depicted in Figure 2.1, emphasizes a union between 
the two concepts. 
 
Figure 2.1: Common dimensions in project management success and 
project product success 
 
  
            Project management success            Project product success 
 
Source: Van Der Westhuizen and Fitzgerald (2005) 
 
According to Baccarini (1999) in Andersen, Birchall, Jessen and Money (2006) a 
project can be both successful and catastrophic. Researchers cite the example of 
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the Australian Opera House that was completed very late and cost almost three 
times the original budget, but were very successful as a final product (Jugdev & 
Müller, 2005). 
 
Munns and Bjeirmi (1996) cited in Lavagnon (2009) warn against the confusion of 
project management objectives which are the control of time, cost and quality with 
the measurement of project success. The objectives of project management and 
those of the project are different. The function of project management is seen as 
defining the work required to be done, its inclusions and exclusions, the resources 
required to complete the work, planning the execution of work, monitoring the 
progress of work and adjusting any deviations from the plan, whereas the project is 
concerned with identifying and selecting a task which will be of overall benefit to the 
company. The benefit may be achieved long after the project management function 
is terminated because it is long-term in nature. Projects are a result of strategic 
considerations including market demand, organizational need, customer request, 
technological advances and legal requirements (PMI, 2004). Project success can 
therefore be measured using these parameters including return on investment, 
profitability, level of competitiveness, and market share. 
 
It is therefore suffice to state that project success is viewed from one’s particular 
perspective as project success means different things to different people. From the 
project manager’s point of view, project success relates to completing projects within 
a pre-determined time, within budgeted cost and achieving the best quality while 
from the project sponsor’s point of view, project success relates to the realization of 
benefits for the company i.e. implementing a corporate strategy to solve a problem, 
address a need, maintain competitive advantage, exploit an opportunity, and 
increase market share. Therefore the different objectives need to be unified amongst 
the different perspectives of all concerned project role players (Van der Westhuizen 
& Fitzgerald, 2005; Burke, 2011). However, it is clear that project management 
success is based on a more short-term perspective while project success is based 
on a long-term perspective. 
 
Emerging in latest writings is the view that projects are powerful strategic weapons, 
initiated to earn economic value and competitive advantage. With this in mind, 
16 
 
project managers are therefore new strategic leaders, who need to take total 
responsibility for project business results (Shenhar, Dvir, Levy & Maltz, 2001). 
Shenhar, Dvir, Levy and Maltz, (2001) trace the concept of project success from the 
intended purpose of projects i.e. to create change, develop new products, establish 
new manufacturing processes, or create new organizations. Business organizations 
therefore use projects to compete with an ever-increasing competitive environment. 
However Shenhar, Dvir, Levy and Maltz (2001) lament that project success is in its 
early days as it has not been fully understood as a strategic concept ultimately 
meant for improved business results. As such there are no set measures for project 
success and these are often not linked to business results (Shenhar, Dvir, Levy & 
Maltz, 2001). The attention of project managers and team members are usually on 
operational aspects of controlling time, cost and quality. This mind set sometimes 
helps in completing the work, however it fails to deliver business results (Shenhar, 
Dvir, Levy & Maltz, 2001) and this illustrates why an integration of strategic 
leadership and project management leadership is necessary. 
 
Time, cost and performance requirements as measures of project success are 
incomplete and misleading to project managers and teams. The resulting effect is 
that project managers and team members mainly focus on these daily yet projects 
are initiated with a business need in mind. Often projects are initiated with the aim of 
better business results including profit growth, better performance, and increased 
market share (Dvir, Sadeh & Malach-Pines, 2006). 
 
2.1.3 Critical Success Factors 
A factor is a circumstance, fact or influence that makes a contribution to a result and 
critical success factors refer more specifically to conditions, events and 
circumstances that contribute to project results. They are therefore levers that a 
project manager can engage to bolster projects’ odds at success (Lavagnon, 2009). 
Kerzner (1987) cited in Jugdev and Müller (2005) defines critical success factors as 
“elements required to create an environment where projects are managed 
consistently with excellence”. If these factors are not present, a project can be 
considered to be prone to failure. Pioneer research on the topic saw an emergence 
of ten factors identified by Pinto and Slevin (1988a) in Lavagnon (2009) as: (a) 
project mission (clarity of goals and general direction), (b) top management support, 
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(c) project schedules, (d) client consultation, (e) personnel (recruitment, selection, 
and training), (f) technical tasks (availability of the required technology and 
expertise), (g) client acceptance, (h) monitoring and feedback, (i) communication, 
and (j) troubleshooting (ability to handle unexpected crises and deviations from 
plan). These factors were also related to the various stages of the project life cycle, 
which are illustrated in Table 2.1. 
 
Table 2.1: Critical Success Factors during the project life cycle 
 
Life cycle 
stage 
Design Planning Execution Closing 
Critical 
Success 
Factors 
 Project 
Mission 
 Client 
Consultation 
 Project 
Mission 
 Top 
Management 
Support 
 Client 
Acceptance 
 Urgency 
 Project Mission 
 Competencies 
of the project 
leader 
 Troubleshooting 
 Project 
schedules/plan 
 Technical tasks 
 Client 
consultation 
 Project 
Mission 
 Technical 
tasks 
 
Source:  Pinto and Slevin (1988a) in Lavagnon (2009) 
 
From the table above, it is clear that the project mission is critical throughout the life 
cycle stages. According to Belout and Gauvreau (2004), human resource 
management in organisations has been on the overdrive seeking to claim its 
strategic role as a contributor to the company’s bottom-line. This view is supported 
by Brewster, et al. (2008) who argue for the recognition of human resource 
management yet the empirical findings by Pinto and Prescott (1988) in Belout and 
Gauvreau (2004) negate this belief making the personnel factor a marginal factor to 
project success. The historical tendency to deal with projects as technical systems, 
attaining target dates, financial plans and quality, rather that behavioural systems 
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tempted Belout and Gauvreau (2004) to re-test the findings of Pinto and Prescott 
and they proved indeed that personnel factor is marginal to project success.  
 
Belassi and Tukel (1996) in Andersen, Birchall, Jessen and Money (2006) identified 
critical factors and categorised them into four areas: (a) project related factors, (b) 
the project manager and the team members, (c) the organization and (d) external 
environment. Westerveld’s (2003) model presents the following factors: (a) 
leadership and team, (b) policy and strategy, (c) stakeholder management, (d) 
resources, (e) contracting, and (f) project management. While there may be 
commonalities in the views, there are also variations in the constitution of these 
elements.  
 
In the 21st century, project success is regarded as more than having a common 
mission, top management support for resources, authority, and to succeed on the 
project. According to Jugdev and Müller (2005) it now includes senior management 
commitment to provide the vision, strategy and sponsorship. Turner (2004) cited in 
Jugdev and Müller (2005) identified four necessary conditions for project success 
being: (a) the criteria for success must be agreed upon by stakeholders at the start 
of the project and be reviewed along the life cycle of the project, (b) the project 
sponsor and project manager must craft a relationship so as to work together, (c) the 
project manager should be able to deal with any unforeseen eventuality, and (d) the 
sponsor should have an interest in the performance of the project. This stance 
emphasizes the belief that the project manager cannot be solely responsible for 
project success. The project sponsor-manager relationship can bridge the strategic 
gap between corporate strategy and the project plan (Shenhar, 2004). Successful 
projects are those where the project sponsor has an interest and willingness to 
interact with the project manager and in unsuccessful projects the sponsor usually 
shows less interest in the project and communication with the project manager. 
However, it is the responsibility of the sponsor to implement strategy through the use 
of projects and project management should be seen as a strategic asset in the 
performing organization (Jugdev & Müller, 2005)   
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2.1.4 Measurement of Project Success 
Project success means different things to different people (Shenhar, Dvir, Levy & 
Maltz, 2001). According to Baccarini (1999) in Van der Westhuizen and Fitzgerald 
(2005) project success has two elements, project management success and project 
product success. Divisions in project literature exist along the same lines. 
Proponents of project management success emphasize completion of the project 
within time and budget and achieving the best quality while advocates of project 
product success look at the effects of the functionality of and return on the end-
product, Pinkerton (2003) cited in Van der Westhuizen and Fitzgerald (2005). Due to 
these differing views there is no particular set framework for measuring project 
success. Project success measures have been diverse, some criticised for being 
limited to operational project aspects (time, cost and quality) and others emphasizing 
business results (Shenhar, Dvir, Levy & Maltz, 2001). 
 
Shenhar, Dvir, Levy and Maltz (2001) identified and evaluated four dimensions for 
project success: 
 
Project efficiency: this is how far the project has gone in meeting time, budget and 
quality requirements. This dimension is short-term and focuses on efficiency of the 
project management function. The success in this dimension is not a guarantee that 
the project will be a success in the long run, and be of lasting benefit to the 
organization. This aspect can be measured immediately during project execution 
(Shenhar, Dvir, Levy & Maltz, 2001). 
 
Impact on the customer: these are the benefits the customer gets from the project, 
the importance placed on customer requirements and on meeting their needs. It is 
about meeting performance, functional requirements and technical specifications. 
According to Shenhar, Dvir, Levy and Maltz (2001) this dimension includes the level 
of satisfaction of the customer and whether the customer will be willing to commit on 
future business (Shenhar, Dvir, Levy & Maltz, 2001). 
 
Direct business and organizational success: these are the benefits of projects to 
the performing organization which are profits, market share and other business 
results. It addresses the immediate and direct impact the project may deliver to the 
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organization, sales increase, and income and profit growth. The measures may be 
performing time, cycle time, yield and quality improvements (Shenhar, Dvir, Levy & 
Maltz, 2001). 
 
Preparing for the future: this refers to what the organisation had gained 
immediately from the project, as well as the long-term gains. It also refers to how the 
organization prepared for future opportunities, further markets, new ideas, 
innovations and products (Shenhar, Dvir, Levy & Maltz, 2001). 
 
However Devine, Kloppenborg and O’Clock (2010) make an interesting input into 
measuring project success using the balanced scorecard approach. Their 
assumption envisions the project as a temporary organization and therefore uses 
organizational performance measures to measure the project. In an organizational 
setup the process of business strategy formulation involves setting up benchmarks 
or objectives against which the business performance will be measured. According 
to Pearce and Robinson (2003), these are statements of results the firm seeks to 
achieve over a specified time. The successful creation of strategic objectives is a 
function of the availability of appropriate competencies, change management and 
strategy content (Thompson, 1997) Strategic success of a firm needs to be 
evaluated against a set of measures which according to Kaplan and Norton (1992) 
cited in Thompson (1997) make up the balanced scorecard for a firm. 
 
Strategy affects all levels - corporate, business and operations, in an organization. 
Executed properly, strategy involves the cascading down of the firm’s objectives into 
business units’ operational plans and individual performance plans. This is how 
strategy is aligned and made to “fit” for higher business performance.     
 
A balanced scorecard is a set of performance measures that are directly linked to the 
company’s strategy (Pearce & Robinson, 2003). Kaplan and Norton (1992) in 
Thompson (1997) used this framework of four measures and recommended that it 
be used by firms to evaluate success of their strategy. The four measures are: (a) 
financial, return on capital employed and cash flow, (b) customers, perceived value 
for money and competitive prices, (c) internal business processes, to satisfy our 
customers, which business processes must we excel in, and (d) learning and growth, 
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how will we sustain our ability to change and improve (Thompson, 1997; Pearce & 
Robinson, 2003). Thompson (1997) looks at these measures as encompassing both 
efficiency and effectiveness of the firm’s strategy. 
 
Tayler (2010) captures the evolution of the balanced scorecard, in recent times, from 
a mere measurement tool to a tool to achieve strategy alignment throughout the 
organization. According to Thompson (1997), Kaplan and Norton (2001) explain this 
fact offering five principles of a strategy-focused organisation to achieve alignment.  
 
Principle 1: Translate the strategy to operational plans: Strategy must be visible 
in operational plans and individual performance plans. In that situation all activities of 
sub-units and individuals are building blocks of strategy. 
 
Principle 2: Align the organization to the strategy: Integrate the strategy vertically 
and horizontally across the functional units to a point where no fragmentation is 
possible.  
 
Principle 3: Make strategy everyone’s everyday job: Corporate targets are made 
to cascade down to individual daily work plans. In this manner every accomplished 
activity is a step closer to the achievement of strategic objectives. 
 
Principle 4: Make strategy a continual process: Strategic reviews and 
performance measurement must happen regularly e.g. monthly progress meetings 
must take place with an agenda linked to corporate targets. 
 
Principle 5: Mobilize leadership for change: Executive team involvement in 
leading the implementation of strategy has no substitute. 
 
It is against this background that Devine, Kloppenborg and O’Clock (2010) used this 
tool (Table 2.2 below) to evaluate performance on projects using the four elements 
of the balanced scorecard, customer, internal project processes, financial and 
growth/innovation. The concept is extended to include the use of the balanced 
scorecard to measure project success along the life cycle of the project. 
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Table 2.2 Balanced Scorecard Measurement Suggestions during Project Life Cycle 
 PROJECT GATE/BALANCED SCORECARD CATEGORY 
PROJECT LIFE CYCLE 
STAGE 
Customer Internal Project Finance Growth/Innovation 
Initial Project Selection Statement of work  Business Case Organization’s People and 
Systems 
End of initiating stage  Scope overview 
 Business case 
 Stakeholder acceptance 
criteria 
 High-level risks 
 Commitment 
 Milestone schedule 
 Summary budget 
 Team pre-assignment 
 Previous lessons learned  
End of planning stage  Requirements 
documentation 
 Scope baseline 
 Work breakdown 
structure 
 Communications of 
management plan 
 Human resource plan 
 Change management 
plan 
 Risk management plan 
 Risk register 
 Quality management plan 
 Procurement 
management plan 
 Project management plan 
 
 Schedule baseline with 
resources 
 Cost performance 
baseline 
 Team ground rules 
 Improve management of 
project meetings 
 Project kick-off 
During Executing  Quality control 
measurements 
 Stakeholder notification 
and feedback 
 Project reports and 
records  
 Validated deliverables 
 Contract awards 
 Performance information 
 Change requests 
 Risk register updates 
 Procurement 
documentation 
 Performance measures 
through earned value 
analysis 
 Project termination 
decision 
 Team performance 
assessments 
 Process improvement 
 Replanning 
 Lessons learned 
application 
End of Executing Stage  Accepted deliverables 
 Initial realization of 
promised benefits 
 Complete project 
deliverables 
 Project termination 
decision 
 Return on Investment 
 Celebration 
 Reward 
End Closing  On-going support 
 Customer feedback 
 Final transition of project 
deliverables 
 Closed procurement 
 Contract closure 
 Final project accounting 
 Capture lessons learned 
 Reassign workers 
During Leveraging  Full benefits realized  Reuse  Auditable result  Reapplication of lessons 
 
Source:  Devine, Kloppenborg and O’Clock, 2010. Project Measurement and Success: A Balanced Scorecard Approach
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Devine, Kloppenborg and O’Clock (2010) conclude that the balanced scorecard 
approach performed better on the key dimensions of on-time, on-budget and on-
quality compared to traditional project performance metrics. 
 
2.2 PROJECTS AND LEADERSHIP 
 
Projects are affected positively or negatively by the kind of leadership the project 
organization employs. 
 
2.2.1 Leadership 
According to Levasseur (2010) McManus and Wood-Harper found that, on 42 IT 
projects, 35 percent failed as a result of technical causal factors while 65 percent as 
a result of management causal factors which are basically people issues. For project 
success Levasseur (2010) suggests the use of change management principles and 
processes. Five fundamental change management principles offered by Levasseur 
(2010) are that: (a) implementation must begin on Day 1, early involvement of 
stakeholders to embrace the project as a system, (b) people support what they 
create, so effective change management strategy requires people involvement, (c) 
two-way communication is essential, (d) agreement, the sense of freedom in 
expressing a different view, and (e) collaboration is the key for teamwork. 
Levasseur’s (2010) views on change management for project success are similar to 
the leadership views by DuBrin (2010) on principles of leadership as a partnership. 
   
Leadership is seen as the ability to inspire confidence and support among people 
who are needed to achieve organizational goals (DuBrin, 2010). It is further 
considered to be an activity of influencing people to willingly strive for group 
objectives (Brewster, et al. 2008). It is the relationship between the leader and the 
led and the ability to work with others (DuBrin, 2010; Piyush, Dangayach & Mittal, 
2011). DuBrin (2010) also views leadership as a partnership and for that partnership 
to exist four conditions must be fulfilled i.e.: (a) exchange of purpose between the 
leader and the team members, (b) a right for any member of the team to express a 
contrary opinion, (c) joint accountability and (d) absolute honesty between team 
members. This assertion results in a mathematical relationship in figure 2.2, 
Leadership Effectiveness Framework. 
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L= f (l, gm, s) where 
L - Leadership 
l - leader 
gm - group members 
s - situation 
 
Leadership is a function of leader characteristics, traits, behaviour, and style, group 
member characteristics and situation which is the internal and external environment 
(DuBrin, 2010). 
 
Figure 2.2: A Framework for Leadership Effectiveness 
 
 
Source: Managing Today! Stephen P. Robbins (date?) in DuBrin (2010) 
 
This framework negates the popular assumption that if the leader alone has good 
leadership characteristics, then automatically the team members will follow. It also 
recognizes the role of the led. For effective leadership, leaders need good team 
members and the modern view of leadership, according to Hackman and Wageman 
cited in DuBrin (2010), state that leaders can be team members and team members 
Group member 
characteristics 
(gm) 
Leader 
characteristics 
and traits (l) 
Internal and 
external 
environment (s) 
Leader 
behaviour and 
style (l) 
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can also show leadership. Team members also undertake tasks within projects 
which require them to assume leadership roles. However, the situational component 
of the leadership framework necessitates the presence of the leader to provide 
guidance depending on the situation as there are different types of team members 
including: (a) isolates, (b) bystanders, (c) participants, (d) activists and (e) diehards. 
The ideal is to achieve group cohesiveness and the essential qualities of effective 
team members, i.e.: (a) self-management, (b) commitment, (c) competence and 
focus and (d) courage, need to be developed (DuBrin, 2010). 
 
2.2.2 Leadership versus Management 
Management is not enough in today’s competitive environment. There is a greater 
need for leadership, although leadership is part of management. According to 
Hinterhuber and Krauthammer (1998) in Brewster, et al. (2008) the difference 
between the two concepts, leadership and management, lie in the sources of 
leadership which are alertness to opportunity, the imagination and the vision to 
exploit or capitalise on it, while management is creative problem-solving that works 
within the system and is easier to learn than leadership. Management involves things 
like procedures, control and regulations while leadership is associated with risk-
taking, creativity, change and vision. As a result managers administer, control and 
accept the status while leaders innovate, inspire and change the status quo 
(Brewster, et al., 2008). The main differences between a leader and a manager are 
captured in Table 2.3 below.   
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Table 2.3: Traits of Leaders versus traits of Managers 
 
Leader Manager 
Visionary 
Passionate 
Creative 
Inspiring 
Innovative 
Courageous 
Imaginative  
Experimental 
Independent 
Shares knowledge 
Trusting 
Warm and radiant 
Expresses humility 
Initiator 
Acts as coach, 
consultant, teacher 
Does the right things 
Inspires through 
great ideas 
Knows results are 
achieved through 
people 
Rational 
Business-like 
Persistent 
Tough-minded 
Analytical  
Structured 
Deliberative 
Authoritative 
Stabilizing 
Centralizes 
knowledge 
Guarded 
Cool and reserved 
Rarely admits to 
being wrong 
Implementer 
Acts as a boss 
Does things right 
Commands though 
position 
Focuses on results 
 
Source: Capowski (1994) cited in DuBrin (2010) 
 
2.2.3 Models of leadership 
A review of leadership literature shows that there are many approaches to explain 
leadership and what constitutes it. Leadership theory has evolved since the 1940’s to 
the end of the millennium. April, MacDonald and Vriesendorp (2003) capture the 
evolution of leadership theory in Table 2.4 (Transition of Leadership Theory) below: 
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Table 2.4: Transition in Leadership Theory  
 
1940’s 
Traits 
1950’s Tasks 
and 
relationships 
1960’s 
Contingencies 
1970’s 
Leader-
Team 
Member 
interaction 
1980’s 
Transformation 
and vision 
1990’s 
Credibility 
and soul 
World-view 
A controllable, predictable 
world Newtonian science 
 A systemic, complex world with 
multiple causality 
Organizational Philosophy 
Organisation as a machine  Organisation  as a self-organizing 
community 
Time orientation 
Future orientation  Respect for the future, regard for the 
present and understanding of the past 
Role of the leader 
Plan, control and organize  Steward, teacher, designer, facilitator 
and catalyst 
Leadership power base 
Positional player  Referent power (and positional power) 
Activities of the leader 
Analyse a problem, solve it, 
sell the solution to others and 
manage the implementation 
of the solution 
 Formulate a vision and create an 
environment that enables the 
achievement of the vision 
Team Member role 
Team Members as a means 
of production 
 Team Members as the key source of 
information and creativity 
Instrumentalism  Humanism 
Source of wisdom 
Leader  Team Members and the organizational 
system 
Outcome of leader-Team Member interaction 
Compliant Team Members 
dependent on the leader 
 Committed, empowered Team 
Members 
Attainment of profit  Profit as well as stewardship of 
employees, the organization and 
society 
 
Source:  Hill (1998) cited in April, MacDonald and Vriesendorp (2003) 
 
Leadership as a theory and practice has evolved from a mere individual aspect to be 
a collective effort of a leader and the led. Leadership has been explained as a 
concept based on traits, behaviour, situation, strategic etc (Neera, Anjanee & 
Shoma, 2010). Brewster, et al. (2008) also takes time to categorize the identified 
models to be related to an individual, a group and an organization. 
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(a) Individual models of leadership 
Brewster, et al. (2008) identifies the traits-based approach, behavioural-based 
approach and situational-based approach as the individual models of leadership.  
 
Traits-based approach: The belief that a natural leader is divinely favoured with 
superior qualities led to a traits-based approach to leadership. The traits-based 
theory assumes that leaders are born and therefore inherit certain qualities or traits 
that make them suitable for leadership roles (Neera, Anjanee & Shoma, 2010). The 
traits-based theory emerged and became popular in 1930’s and 1940’s (April, 
MacDonald & Vriesendorp, 2003). A traits-based approach linked certain traits or 
characteristics to the ability of one to perform tasks and these include: (a) physical, 
(b) social, (c) intellectual, and (d) personality as shown in figure 2.3 below. 
 
Leaders’ personality traits are grouped into two: general personality traits and task 
related traits. Personality traits can be seen outside the work situation and include 
self-confidence, humility, trustworthiness, authenticity, extroversion, assertiveness, 
enthusiasm, optimism and warmth and a sense of humour. While task related traits 
of effective leaders are associated with task accomplishment and include passion for 
the work and the people, emotional intelligence, flexibility and adaptability, internal 
locus of control and courage (DuBrin, 2010).  
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Figure 2.3 Leadership Traits  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Source: Swierczek, (1991) in Brewster, et al. (2008) 
 
Behavioural-based approach: A second individual model of leadership, 
behavioural-based approach, identified by Brewster, et al. (2008) emerged from the 
critics that the traits theory ignored effects of situational and environmental factors 
that come into play. According to the behavioural-based approach, traits are not 
everything and therefore there are certain behaviours that a leader exhibits that 
make them effective (Neera, Anjanee & Shoma, 2010). Advocates of a behavioural-
based approach were seeking to identify leadership styles that are effective across 
all situations. The identified behaviours were oriented to tasks and people or 
relationship-related (Brewster, et al., 2008). Task-related attitudes and behaviours of 
effective leaders are known to include: (a) adaptability to the situation, (b) direction 
setting through creating a shared vision, (c) setting and maintaining high 
performance standards for the team, (d) concentrating on and making good use of 
group members’ strengths, (e) taking risk and executing the plans, (f) getting 
Physical 
Height 
Weight 
Physical attractiveness 
Endurance/vitality 
Capacity for work 
 
Social 
Empathy 
Tact 
Patience 
Participation 
Trust/status 
 
Personality 
Ambition 
Confidence 
Integrity 
Initiative 
Persistence 
Achievement 
Responsibility 
Intellectual 
Verbal 
Good communication 
Wisdom 
Judgement 
Ability 
Imagination 
 
Characteristics of leaders 
30 
 
involved by being hands-on at work and giving guidance and feedback to the team 
members, (g) and ability of the leader to ask tough questions from the team 
members to provoke creative thinking (DuBrin, 2010) .  
 
Relationship-oriented attitudes and behaviours, of the effective leader, on the other 
hand are aspects of: (a) aligning people by integrating their efforts towards a 
common goal, (b) openness to team member opinion although it may be contrary, (c) 
creating inspiration and being visible, (d) focusing on people’s needs for 
achievement, personal growth and sense of belonging, (e) offering emotional support 
and encouragement to team members, (f) promote values and principles that 
contribute to the welfare of individuals and organizations, (g) and being a servant 
leader (DuBrin, 2010).    
 
Situational-based approach: A third individual model, situational-based approach, 
is set on the premise that leadership could be different in every situation. The 
essence of this approach to leadership is that leaders are most effective when they 
make their behaviour contingent to the situational forces. Both the internal and 
external environment play a role in the effectiveness of a leader and therefore a 
leader should be flexible to prevailing situations. A major variable in the situational-
based form of leadership is the organizational culture. According to the Fiedler’s 
Contingency Theory, the appropriate leadership style is determined by the situation. 
It is therefore the prerogative of the leader to match the leadership style to the 
situation through either being directive, supportive, participative and or achievement-
oriented (Brewster, et al., 2008; DuBrin, 2010).  
 
(b) Team models of leadership 
Formal authority as the cornerstone of leadership is obsolete. The use of coercive, 
expert, referent and legitimate power rather than empowering others is no longer a 
way to go for businesses to create and maintain competitive advantage through the 
human resource (Brewster, et al., 2008). McCrimmon’s (1995) views on “Bottom-up 
Leadership”, cited in Brewster, et al. (2008: 54) suggest that leadership should not 
be restricted to an individual as a result of hierarchical position. Leadership must 
therefore be dispersed across a wide range of individuals who are diverse to ensure 
that everyone in the team should exhibit some aspect of leadership. 
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A project is a temporary endeavour undertaken to create a unique product or service 
(PMI, 2004). A project can therefore be equated to the development of a new 
product. Like a new product development, a project also involves a multitude of 
tasks and therefore requires a range of skills that no particular person has. A team 
therefore is an ideal mechanism to integrate and execute project work (Hill, 2011).  
However, according to Edmondson and Nembhard (2009) the work of teams in new 
product development is always hindered by such things as: (a) project complexity, 
(b) cross-functionality of the teams, (c) temporary membership, (d) fluid team 
boundaries and (e) embeddedness in organizational structures. Edmondson and 
Nembhard (2009) outline the strategies to deal with team challenges to be: (a) 
leadership, and (b) communication and conflict management.  
 
The three main models of team leadership, identified in Brewster, et al. (2008), are: 
(a) cross-functional teams, (b) self-managed teams and (c) executive teams.  
 
Cross-functional teams: A cross-functional team is a set of people with different 
skills and expertise working together to achieve a pre-set goal. If Hill’s (2011) view 
of teams as an ideal mechanism to coordinate project work is true, what makes 
them tick? Teams offer a number of organizational benefits including: (a) integrating 
expertise: each member brings a unique set of skills, expertise and perspective to 
collaborate in the completion of a task, and cross-functionality which provides a 
platform for information sharing. However cross-functionality in teams also poses 
challenges of communication across functional lines (Edmonson & Nembhard, 
2009). Bettenhausen (1991) and Williams and O’Reilly (1998) studies cited in 
Edmondson and Nembhard (2009), offer proof of a negative relationship between 
the team’s performance and its diversity as a result of team functioning and culture. 
Barry (1991) in Brewster, et al. (2008) offers four essential points for cross-
functional teams to solve their problems: (a) envisioning, articulation of the vision of 
the team and that of an organization, (b) organizing, an act of planning team 
activities, (c) social integration, mutual trust and open communication between team 
members and (d) external spanning, continuously scanning the external 
environment to identify client needs and emerging problems and promoting a 
favourable image of the team to outsiders.    
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Self-managed or self-directed work teams: Formal leadership does not make a 
difference. Arguments against the importance of formal leadership are substitutes for 
leadership, leadership irrelevance, and complexity theory (DuBrin, 2010). In line with 
the interest of this study only the theory on substitutes for leadership will be 
discussed further. DuBrin (2010) begins the argument identifying four substitutes for 
formal leadership to be: (a) closely-knit teams of highly trained individuals, (b) 
intrinsic satisfaction, employees who find their work highly motivating and intrinsically 
satisfying, (c) computer technology, that takes portion of leader’s work and (d) 
professional norms, employees who have strong professional norms often require 
minimum leadership (DuBrin, 2010). 
  
This is the essence of self-managed or self-directed work teams. Self-managed work 
teams are groups of employees who are responsible for managing and performing 
technical tasks that result in a product or service being delivered to an internal or 
external customer (Yeatts & Hyten, 1998) in Yang and Guy (2004). Kirkman and 
Rose (2000) in Brewster, et al. (2008) trace the term “self-managed” to imply that 
these teams are responsible for their targets, strategies to achieve their targets, and 
when they want to achieve them. They are therefore empowered to determine their 
destiny due to their capabilities. Joint decision-making and management is the key to 
the existence of self-managed or self-directed work teams. 
 
In recent years the use of self-managed work teams increased as a result of 
intensifying global competition, short product delivery period requirements, and ever-
changing consumer preferences. Enterprises world-wide are mindful of this trend 
and therefore are turning to knowledge workers to sustain their competitive 
advantage. Knowledge workers now play a significant role in generating intellectual 
capital that enables organizations to adapt to constant changes (Muthusamy, 
Wheeler & Simmons, 2005). Muthusamy, Wheeler and Simmons (2005) assert that 
as a result of the emerging focus on knowledge workers, the numbers of highly 
educated, self-motivated specialists who know more about their particular work than 
their managers has been increasing. According to Nahavandi and Malekzadeh 
(1999) in Yang and Guy (2004), self-managed teams have six distinct 
characteristics: (a) power to manage their work, (b) team members have different 
expertise and functional experience, (c) teams do not report to an outside manager, 
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(d) they have power to implement their decisions, (e) team members coordinated 
and cooperate with other teams and individuals, and (f) leadership often rotates 
among members depending on each members expertise and the task at hand. 
 
Self-managed work teams are positively related to high performance. Some of the 
benefits of self-managed work teams include: (a) increased productivity, (b) quality 
products, (c) employee satisfaction, and (d) quality of work life yet with decreased 
absenteeism and turnover (Yang & Guy, 2004). Studies by Lawler (1998), Taninecz 
(1997) and Zarraga and Bonache (2003) cited in Muthusamy, Wheeler and Simmons 
(2005) claim an increased use of self-managed work teams and accordingly Lawler 
(2001) claims an increase from 28% in 1987 to 72% in 1999 within Fortune 1000 
companies.   
 
Executive teams: An executive team is a team composed of the Chief Executive 
Officer (CEO) and top management. The idea behind executive teams is that 
members of top management can complement the weaknesses of the CEO. Nadler 
and Spencer (1998) in Brewster, et al. (2008) believe executive team leadership is 
for the generation of more ideas, increased ownership of products, increased 
motivation and commitment, a variety of views and perspectives, sharing of risks, the 
transfer of expertise and social support. For the executive team to lead, it must 
according to Nadler and Spencer (1998), perform four leadership activities which 
are: (a) developing corporate strategy for sustained competitive advantage, (b) 
leading strategic change teams for critical business priorities, (c) governance 
including developing internal policies and procedures and (d) creating a high 
performance operating environment (Brewster, et al., 2008).   
 
(c) Organizational models of leadership  
According to Table 2.4, Transition in Leadership Theory, the organizational models 
of leadership started to emerge in the 1980’s to 1990’s. The four main organizational 
models to be discussed are: (a) transactional leadership, (b) charismatic leadership, 
(c) transformational leadership and (d) strategic leadership.  
 
Transactional-based approach: A transactional leader focuses on more routine 
transactions rewarding team members for meeting requirements i.e. contingent 
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reinforcement (DuBrin, 2010). Bass (1985) cited in Bono and Judge (2004) and 
DuBrin (2010) argued that transactional leaders are characterised by contingent-
reward and management-by-exception, active and passive, styles of leadership. In 
this situation the leader and team members make exchanges. Contingent-reward 
refers to leadership behaviours focused on exchange of resources. Leaders and 
team members have a conditional relationship of exchange of support and resources 
for performance (Bono & Judge, 2004). Team members gain certain benefits when 
they respond positively to their leader’s requirements, characterised by a bargaining 
process between the leader and team member. Bass, Avolio, Jung and Berson 
(2003) suggest that transactional leadership means that team members must agree, 
accept and comply with the leader in exchange for such things as praise, rewards 
and resources or avoidance of disciplinary action. 
  
Charismatic-based approach: Charisma is a word of Greek origin meaning 
“divinely inspired gift”. Being charismatic means being charming and to have a 
colourful personality. A key quality of a charismatic form of leadership is the 
attribution made by team members to the leader. It is the team members who 
attribute leadership characteristics to the leader. The two effects of charisma are: (a) 
referent power, the influence as a result of leader traits and characteristics, and (b) 
expert power, the influence of others as a result of leader’s knowledge and skills 
(DuBrin, 2010). The main downfall of charismatic leadership is its intention to instil 
personal loyalty rather than commitment to ideals (Brewster, et al., 2008). 
Charismatic leadership cannot be considered as an effective form of leadership on 
its own as charisma is a dimension of transformational leadership (Judge & Piccolo, 
2004). 
 
Transformational-based approach: Transformational and transactional leadership 
emerged for the first time through Burns (1978) who compared them based on what 
leaders offer followers (Judge & Piccolo, 2004). The Transformational-based 
approach is focused on raising both leader and team member to higher motivation 
and morality intending to change the current situation (Brewster, et al., 2008). 
According to Barbuto (2005) the degree to which a leader is transformational is 
determined by the effect he or she has on team members. Transformational leaders 
transform the team members to feel a sense of trust, admiration, loyalty, and respect 
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for the leader yet are motivated to perform at higher scale. According to Bass and 
Avolio (1994) in Idris and Ali (2008), transformational leadership has four 
dimensions: (a) charisma or idealised influence, the degree to which the leader is 
admired by the team members to emulate the leader; the leader therefore shares the 
risks with team members, and is consistent in behaving ethically, (b) inspirational 
motivation, the ability of the leader to articulate the vision that inspires team 
members; through this a leader achieves aligned commitment to achieve high 
standards, be optimistic about achieving the goal, (c) intellectual stimulation, the 
ability of the leader to stimulate team members to be creative and innovative by 
pushing boundaries to change current status quo; team members are encouraged to 
think for new solutions to old problems, and (d) individualised consideration, the 
degree to which a leader pays attention to the needs of each follower, to be the 
coach or mentor to the team member (Bono & Judge, 2004; Judge & Piccolo, 2004; 
Bass, Avolio, Jung & Berson, 2003; Barbuto, 2005; Idris & Ali, 2008). According to 
Barbuto (2005) transformational leaders achieve maximum performance from team 
members. 
 
Strategic-based approach: A company’s strategy is the plan management has for 
positioning the company in its chosen market arena, competing successfully, 
pleasing customers, and achieving good business performance” (Thompson & 
Strickland, 1999). A company strategy reflects a company’s awareness of how, when 
and where it should compete, against whom it should compete, and for what 
purposes it should compete (Pearce & Robinson, 2003). Strategy affects business at 
all levels i.e. corporate level, where board members and the chief executive operate, 
business level, where corporate managers operate and at functional level, where 
staff operate. Strategy therefore affects the business model, how the business will 
maximise its value, create value through its functions, value chain, and monitor its 
effectiveness as an integrated system.  
 
Ireland and Hitt (1999) in Brewster, et al. (2008) define strategic leadership as the 
ability of a person to anticipate, envision, maintain flexibility, think strategically and 
work with others to initiate changes that will create a viable future for the 
organization. Strategic leaders act, think and influence in a manner that creates and 
maintains competitive advantage. Strategic leadership is the responsibility of top-
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level executives not the Chief Executive Officer (CEO) alone (DuBrin, 2010). The 
main functions of a strategic leader are captured in Figure 2.4. 
 
Figure 2.4: Components of Strategic Leadership 
 
 
 
Source: DuBrin (2010) 
 
 Gathering multiple inputs to formulate strategy 
Developing a strategy is naturally supposed to be an inclusive process as strategy 
affects all levels in an organization. Strategy formulation is a democratic process 
(DuBrin, 2010). Hough, Thompson, Strickland and Gamble (2011) also believe 
strategy is a team effort yet in many companies crafting and executing strategy is 
reserved for high-level managers only. A valuable strength of collaborative strategy-
making is that people who helped crafting it, find it easy to be held accountable for 
the results (Hough, Thompson, Strickland & Gamble, 2011). 
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 Anticipating and creating a future 
Crafting strategy is about developing a future scenario and determining the future. 
Successful strategy finds an opportunity and exploits it ahead of the competition. 
 
 Revolutionary and contrarian thinking 
Strategy is about ground-breaking ideas, creative thinking and innovation. Applied 
well it should produce extra ordinary results as a result of revolutionary thinking. 
 
 Creating a vision 
The business case of a strategic leader is contained in a vision that he shares and 
influences others to own.  
 
(d) Impact of leadership on organizational performance 
Leadership capability in the form of transformational style combined with the best 
practice capability is the key determinant to organisational success (Idris & Ali, 
2008). Current leadership literature suggests that leadership is a function of a 
leader’s traits, characteristics, behaviour and styles (Brewster, et al., 2008); DuBrin, 
2010). The benefits of good leadership are aligned commitment through a shared 
vision, motivated team members and high performance which are linked to business 
results. DuBrin (2010) identifies charismatic and transformational leadership as 
characteristic of effective leadership. Charisma is a special quality of a leader who is 
charming, with a colourful personality and personal magnetism. Charismatic leaders 
have unique effects on team members including: (a) referent power, the ability to 
influence others, (b) expert power, ability to influence as a result of the leader’s level 
knowledge, skills and competence and (c) job involvement as the ability of a leader 
to involve the team member which is also a contributor to job satisfaction (DuBrin, 
2010).  
 
Conversely, a transformational leader is the one who facilitates the emergence of 
major positive changes in an organization. Transformational leaders motivate 
subordinates to achieve performance beyond expectations by transforming attitudes, 
beliefs and values of the team members (Ussahawanitchakit, 2011). Bass and Avolio 
(1994), cited in Idris and Ali (2008), identified four components of transformational 
38 
 
leadership to be: (a) idealised influence (charisma), (b) inspirational motivation, the 
ability of a leader to instil a sense of vision (c) individualised consideration, the 
degree to which leaders attend to subordinates needs, to act as a mentor or coach 
and listen to the subordinates’ concerns and (d) intellectual stimulation, the nurturing 
of creative and innovative solutions to old problems (Idris & Ali, 2008; 
Ussahawanitchakit, 2011).  
 
Leadership contributes positively to business performance or organizational success 
(Pinar & Girard, 2008; Ussahawanitchakit, 2011). It is either a mediating factor or a 
contributor. Pinar and Girard (2008) investigated the impact of organizational 
excellence or business performance and used leadership as a mediating factor 
(figure 2.5) and concluded that the relationship has positive results.  
 
Figure 2.5: Organizational Excellence and Leadership Strategies on 
Business Performance 
 
 
 
 
 
 
 
 
 
 
 
Source:  Pinar and Girard (2008) 
 
Best (2004) in Pinar and Girard (2008) identified contributing factors to business 
success or organizational excellence as: (a) customer focus, (b) quality of personnel, 
and (c) innovation. Nohria et al. (2003) as well, cited in Pinar and Girard (2008), 
suggest that organizational excellence is the result of primarily: (a) strategy, (b) 
execution, (c) culture, and (d) structure and; secondarily as a result of: (a) talent, (b) 
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leadership, (c) innovation, and (d) mergers and partnerships. According to Darling 
and Nurmi (1995) cited in Pinar and Girard (2008), the three organizational 
excellence attributes are linked by effective leadership strategies. In this instance 
leadership is viewed as common vision, good communication, relationship of trust, 
and respect (Pinar & Girard, 2008; DuBrin, 2010). Organizational performance 
measures are: (a) profitability, (b) market share, (c) growth, (d) return on investment, 
(e) sales growth, (f) customer retention and (g) personnel turnover.     
 
Conversely, Ussahawanitchakit (2011) explored the impact of transformational 
leadership on firm performance in 111 Information Technology firms in Thailand. The 
model is presented in Figure 2.6.  
 
Figure 2.6: Relationship Model of Transformational Leadership and Firm 
Performance  
 
 
 
 
  
 
 
 
 
 
Source: Ussahawanitchakit (2011)  
 
Ussahawanitchakit (2011) concludes that certain components of transformational 
leadership have a positive association with certain mediating factors while others 
have no relationship at all. In totality, transformational leadership plays a significant 
role in determining firm performance (Ussahawanitchakit, 2011) 
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project (Lewis, 2002; Steyn, Basson, Carruthers, du Plessis, Kruger, Pienaar, 
Prozesky-Kuschke, van Eck and Visser, 2008). People play a major role in projects. 
They are stakeholders and ultimately shareholders and therefore are critical in the 
determination of project success. According to du Plessis (date?) in Steyn, et al. 
(2008), it is people who set the project goals, plan, organize, direct, coordinate and 
monitor project activities. They do so by displaying their interpersonal and 
organizational skills, and people contribute to problems and solutions to projects. So 
therefore, the importance of leadership in projects cannot be underestimated. 
 
The process of assembling, developing and maintaining a cohesive, high performing 
team in projects can easily be ranked number one in importance in the delivery of 
project success. Project leadership is the ability of one to influence people towards 
voluntarily striving for team objectives. It involves setting a clear vision and direction 
for the achievement of project objectives (Steyn, et al., 2008). Leading people during 
the project life cycle serves to ensure that focus is kept on the project goals, where 
people are motivated and enthusiastic about performing their roles in the project. 
 
A project is a temporary organization (Turner & Müller, 2003). According to DuBrin 
(2010) leadership is needed at all levels of the organization as it can be practiced by 
people who are not allocated formal leadership positions. If a project is a temporary 
organization, then leadership is needed at all three levels of project management: (a) 
strategic, (b) project management, and (c) team.    
  
2.2.5 Project Role Players 
Projects involve many people as a result of a multitude of roles that need to be 
fulfilled. In the project management literature these are considered internal 
stakeholders. Stakeholders are individuals or organisations who have vested 
interests in the project, and who may be positively or negatively affected by the 
outcomes of the project. The stakeholders include predominantly the project 
manager, sponsor (client or owner), steering committee, financiers, project 
champion, consultants, performing organisation, end users and project support office 
with team members (Gardiner, 2005).  
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Stakeholders fulfil special roles in the project and their complementary existence 
brings success to the project. For the interest of this study only the project sponsor, 
manager and team members will be discussed further. 
 
Project Sponsor, client or owner is the individual, group or organisation that 
provides the financial resources, in cash or in kind for the project (Gardiner, 2005). 
According to Burke (2011) the project sponsor is responsible for the management of 
the company-wide methodology to implement corporate strategy so as to realise 
benefits for the business. The responsibility of the sponsor is therefore to oversee 
the: (a) identification of corporate needs or opportunities, the development of 
corporate strategy to exploit the identified need or opportunity, (b) execution of the 
new strategy to achieve the goals, (c) the start-up of the project and (d) the 
realization of corporate benefits for the client organization (Burke, 2011). Mulcahy 
(2011) finds other responsibilities, not limited to financing, for the project sponsor 
including: (a) championing project concept, (b) gathers support for the project, (c) 
organizational buy-in for the project, (d) determines priorities between the 
constraints, (e) provides information for the project charter and the statement of work 
and provides formal acceptance of the project. 
 
Project Manager: According to Gardiner (2005) the role of the project manager is 
“to attain the project objectives”. The project manager must achieve the 
requirements of the sponsor and other project stakeholders, and manage the team 
performance for the attainment of project goals. Pinto (2000) cited in Gardiner (2005) 
considers the project manager role as encompassing a multitude of competencies, 
management, leadership and political awareness. The importance of leadership and 
decision-making capabilities of a project manager are clearly emphasized in the 
project management literature. 
  
Turner and Müller’s (2003) assumption that a project is a temporary organization 
also leads to the identification of the project manager as chief executive of that 
organization to formulate purposes, objectives and ends of the organization. This 
assumption also identifies the project manager as the agent of the principal 
(sponsor) and the project as the agency for the achievement of certain organizational 
purposes. 
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Meredith and Mantel (2010) identified three broad areas of responsibility for a project 
manager: (a) responsibility to the parent organisation which includes efficient use of 
resources, project communication and good project management, (b) responsibility 
to the project and the client by balancing the competing demands of the project role 
players, and (c) responsibility to the project team by providing leadership and 
guidance.  
 
Steyn, et al. (2008) sees the project manager as the binding agent that keeps the 
project together. Due to this aspect, a project manager cuts across organisational 
lines and therefore his/her skills, knowledge and attitude should fit to drive this task. 
In line with two of the three broad categories identified by Meredith and Mantel 
(2010) above, Steyn, et al. (2008) identified the following roles of the project 
manager in the: 
(a) Organisation: 
 Negotiate for resources with functional managers, influence other 
stakeholders to support the project objectives as an important event for the 
organisation and keep stakeholders aware of the status of the project. 
(b) Project team: 
 Project manager must clarify the project definition, objective, major 
deliverables, and the schedule for each team member to complete, and 
which quality standards to be achieved.  
 Project manager must provide each team member with the necessary tools 
to complete the task(s) at hand. 
 Ensure that the team functions as a cohesive unit in the attainment of project 
objectives. 
 
Steyn, et al. (2008) therefore identify critical skills for the project manager to possess 
as: (a) leadership skills, (b) communication skills, (c) interpersonal skills, (d) stress-
handling skills, (e) problem-solving skills, (f) time management skills, and (g) 
presentation skills. 
 
Project Team Member: Mulcahy (2011) defines a project team as a group that 
completes the work on the project. For the schedule to be achieved, the volume of 
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work must be distributed among a number of people who possess different skills. 
Project team members therefore carry the role, according to Mulcahy (2011) to help 
to: 
 Define project requirements through stakeholder identification and 
engagement. 
 Identify constraints and assumptions. 
 Create the Work Breakdown Structure. 
 Develop the schedule. 
 Provide time and cost estimates. 
 Participate in the risk management process. 
 Execute the project management plan. 
 Attend project meetings. 
 Conduct process improvements. 
 Recommend changes to the project. 
Clearly all the project role players occupy and fulfil a special role that together 
determines project success. 
 
2.2.6 Levels of Leadership in Projects 
 
2.2.6.1 Strategic Project Leadership 
There is a rise in the use of projects as a way to achieve organizational goals yet, 
too many poor ideas are launched as projects and then fail to achieve business 
results. Projects are a source of competitive advantage, an opportunity for an 
organization to learn and sustain itself in a competitive market. So, projects are less 
about short-term goals and more about long-term strategic intent to enhance the 
well-being of the organization (Andersen, Birchall, Jessen & Money, 2006). It is the 
responsibility of the project sponsor to manage a company-wide methodology to 
implement corporate strategy (Jugdev & Müller, 2005; Burke, 2011). Successful 
projects are those where the project sponsor had an interest and willingness to 
interact with the project manager. Strategic leaders think, act and influence in a 
manner that creates and maintains competitive advantage. This is the role of 
strategic project leadership (DuBrin, 2010). 
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Strategic Project Leadership (SPL) is aimed at aligning projects to the creation of 
competitive advantage and winning in the market place. According to Shenhar 
(2004) this is different from past practices where project management focused on 
“getting the job done” as shown in Table 2.5, From Project Management to Strategic 
Project Leadership, below. 
 
Table 2.5: From Project Management to Strategic Project Leadership 
 
 Project Management Strategic Project Leadership 
Basic paradigm Projects are a collection of 
activities that need to be 
executed on time, budget, and 
requirements 
Projects are strategic 
organizational processes that 
are initiated to achieve 
business goals 
Focus Efficiency Effectiveness and efficiency 
Perspective Operational Strategic, operational, human 
Manager’s role Getting the job done – in time, 
budget, specifications 
Getting business results 
Winning in the market place 
Project management 
Style 
One size fits all Adaptive approach 
Project definition Project scope (SOW) what 
needs to be done? 
Product, competitive 
advantage, strategy, scope 
Planning Activity, schedule, budget End results, success 
dimensions, activities 
Project reviews Progress, status, milestones, 
budget 
Customer needs, strategy, 
success dimensions, status 
Human side Teams, conflict resolution Leadership, vision, spirit, 
meaning, motivation 
 
Source: Shenhar (2004) 
 
Traditional project management starts with the definition of scope and creation of 
schedule and budget, yet the strategic project leadership starts at an earlier stage. 
Shenhar (2004) advocates for a strategic approach to project management and 
therefore suggests a Strategic Project Leadership (SPL) framework to plan and lead 
projects. According to Shenhar (2004) SPL has five elements: (a) strategy, the 
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alignment of the project plan with business strategy, how would the final project 
product make it in the fiercely contented market, (b) spirit and vision, the vision that 
energises and motivates team members to deliver best results, (c) organization, 
project structure, team building and people to entrench a culture of performance (d) 
processes, including communication and information, project monitoring, planning 
and control, decision-making and review processes, and (e) tools to assist the higher 
level elements, to plan, execute, and control the project, as shown in Figure 2.7. 
 
Figure 2.7: Strategic Project Leadership planning framework 
 
 
 
Source:  Shenhar (2004) 
 
Projects are initiated for strategic reasons and yet fail as a result of the missing link, 
between business strategy and the project plan. The missing link is shown in Figure 
2.8. 
 
 
 
SPL 
1.Strategy 
3.Organizati
on 
5. Tools 4. Processes 
2. Spirit & 
Vision 
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Figure 2.8: The Missing Link 
 
 
 
Source:  Shenhar (2004) 
 
Shenhar’s (2004) assertion of the missing link is indicative of the need for a strong 
link between top management and the project manager. Good business strategy on 
its own is not enough. The alignment of strategy involves cascading down its 
imperatives to activity level. Similarly in projects business strategy, through top 
management, must be cascaded down to project level to eliminate the missing link.     
 
In line with the SPL framework, Shenhar (2004) proposes seven principles, as 
indicated in Table 2.6. 
 
 
 
 
 
 
Business 
Strategy 
Project Strategy 
Project Plan 
Project 
Implementation 
Missing 
Link 
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Table 2.6 – The seven principles of Strategic Project Leadership 
 
1 Leadership: Turn project managers into leaders. Make them responsible for 
business results. 
2 Strategic Project Portfolio Management: Group your projects based on their 
strategic impact and form a policy for project selection. 
3 Project Strategy: Define the competitive advantage of your product, and 
articulate a detailed project strategy to win in the market place. 
4 Project Spirit: Articulate an inspiring project vision, and develop an appropriate 
project spirit, which will support the strategy and create energy, excitement, and 
commitment.  
5 Adaptation: assess the environment and your task. Classify your project, and 
select the right project management style to fit the project type. 
6 Integration: Create an integrated hierarchical plan. Start with Strategy, and 
include Spirit, Organization, Processes and Tools. 
7 Learning: Create a project learning organization. Every monitoring and 
controlling activity will include lessons learned. Summarize your project in a 
lessons learned event and report. 
 
Source: Shenhar (2004) 
 
The growth in the use of projects as tools to achieve organizational objectives comes 
with challenges of multiple projects at the same time. The main question is whether 
organizations should be undertaking all of them and or whether all of them fall within 
the organization’s mission, related to organizational goals and strategy and whether 
the funding levels are adequate relative to expected benefits. Organizations involved 
in multiple projects experience difficulties including delays as a result of a single 
resource pool or technological dependencies, inefficient use of resources, and 
bottlenecks in resource availability or lack of required technological input (Englund & 
Graham, 1999).  
 
Christenson and Walker (2004) see the challenge for today’s organizations as how 
to align their projects to strategy, handle the multiplicity of current projects, and make 
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them successful at the same time. Project selection and prioritization enable a strong 
link between projects and strategy (Englund & Graham, 1999). Project selection is 
the process of evaluating individual projects or groups of projects, and then choosing 
to implement some set of them so that the objectives of the parent organization will 
be achieved (Englund & Graham, 2004). Englund and Graham (1999) suggest a 
step-by-step approach to selecting projects as per figure 2.9: A systematic approach 
to selecting projects, below 
 
Figure 2.9: A systematic approach to selecting projects 
 
 
 
 
 
Source: Englund and Graham (1999) 
 
What the organization should do: In the heart of the project selection and 
prioritization for an organization, is the deliberate intent to involve people to 
implement the projects. The starting point is the list of all possible projects for the 
1. What 
organization 
should do 
2. What the 
organization 
can do 
3. Analyse 
and decide  
on projects 
4. 
Implement 
the plan 
Rejects 
Out-plan 
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organization. The senior management team clarifies goals expected from projects 
and packages them into categories that facilitate easier decision-making. Within 
each category, a criterion for assessment of “goodness” quality or best fit is 
determined. 
 
What the organization can do: The organization puts a list of identified projects 
through a funnel with a number of screens or criteria until a critical few emerge ready 
for implementation  
 
Analyse and decide on projects: The team can now prioritize projects looking for 
benefits over costs. According to Englund and Graham (2004) there are two main 
project selection models available for senior management to use: (a) non-numeric 
models and (b) numeric models. 
 Non-numeric models have five distinct ways to evaluate a project including 
(a) a Sacred Cow project, that develops from senior management 
suggestions. It is “sacred” in that it will exist until the boss has seen failure in 
it, (b) operating necessity, a project necessary for operational sustainability, 
(c) competitive necessary, a project necessary for the firm to stay 
competitive in the market place, (d) product line extension, and (e) 
comparative benefit model, where projects are compared based on 
purported benefits by senior management (Englund & Graham, 2004). 
 Numeric models rely on quantitatively evaluating projects based on 
numbers. According to Englund and Graham (2004) these methods include: 
(a) payback period, the time the project takes to pay back the initial capital 
outlay, (b) net present value (NPV) value of all cash flows discounted to the 
present and (c) internal rate of return (IRR), the value of the discount rate 
when the net present value is zero.    
 
Implement the plan: Traditional project management of scope, schedule, cost and 
specification commences when a project plan is prepared to guide the execution 
phase of the selected projects (Englund & Graham, 2004).  
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2.2.6.2 Project Manager Leadership 
Critical to project management and project product success is the role played by the 
project manager. Turner and Müller’s (2003) assertion of a project as a temporary 
organization leads to the consideration of the role of the project manager as the chief 
executive of the temporary organization as well as the agent or the principal or 
sponsor. The executive role relates to the formulation of objectives and strategy for 
the project, linking to the strategy of the performing organization, to interpret the 
plans and progress reports, and to achieve the project’s objectives (Turner & Müller, 
2003). Project management is about defining the work required to be done, its 
inclusions and exclusions, the estimation of the resources required to complete the 
works, planning the execution of work, monitoring the progress of work and adjusting 
any deviations from the plan (Lavagnon, 2009). Turner and Müller (2003) also 
identify a cathartic role of the project manager to motivate project team members 
and deal with the emotional aspects of goal setting. Meredith and Mantel (2010) 
identified three broad areas of responsibility for a project manager, one of which is 
the responsibility to the project team by providing leadership and guidance.  
 
Traditionally, leadership in projects has been dubbed a responsibility of the project 
manager (Prabhakar, 2005; Geoghegan & Dulewicz, 2008; Anantatmula, 2010, 
Meredith & Mantel, 2010) as a result of the central role of integrating all activities 
necessary to plan, execute, monitor and close the project. According to Prabhakar 
(2005) human beings are complex entities so there is a need for the project manager 
to possess capabilities to inspire confidence in team members in order to raise their 
performance levels. 
 
The importance of project manager leadership cannot be over emphasized in 
projects. Projects are best executed by teams which are typically diverse, which may 
be a hindrance to proper functioning. Projects are also executed in matrix 
organizations where project resources belong to functional departments yet led by 
the project manager as a loaned resource. Sometimes the project manager has no 
influence in the selection of a project team. In projects poor morale, lack of 
motivation, poor human relations, poor productivity, and lack of commitment exist 
(Anantatmula, 2010). According to Norrie and Walker (2004) project manager 
leadership tasks are a creation of a vision for the project, to mobilise and motivate 
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the team members to accomplish project goals.  Successful project management 
depends on the systemic integration of multi-functional inputs to a single point of 
responsibility, authority and leadership of the project manager (Brown, 2008). 
 
A project manager cuts across organisational lines and therefore his/her skills, 
knowledge and attitude should be fit to drive this task. Numerous studies (Turner & 
Müller, 2005; Gehring, 2007; Müller & Turner, 2007; Geoghegan & Dulewicz, 2008; 
Malach-Pines, Dvir & Sadeh, 2009; Müller & Turner, 2010a; Müller & Turner, 2010b)   
on project manager competencies, personality, style, and traits have proved a 
significant positive relationship between these and project success.  A bulk of them 
taps into the leadership competency profile developed by Dulewicz and Higgs (2003) 
in Turner and Muller (2005).  
 
According to Dulewicz & Higgs (2003) cited in Turner and Muller (2005) there are 
three main types of competences that account for managerial performance: (a) 
intellectual aptitude (IQ), (b) managerial competency (MQ), and (c) emotional 
intelligence (EI). Dulewicz and Higgs (2000a) in Geoghegan and Dulewicz (2008) 
showed that for managerial performance, intellectual aptitude (IQ) accounts for 27%, 
managerial competency for 16% and emotional intelligence for 36%. These three 
sets of competences comprise up to fifteen competencies as shown in table 2.7, 
fifteen leadership competencies as suggested by Dulewicz and Higgs (2003) in 
Turner and Muller (2005), and the competence profiles of their leadership styles, 
below. 
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Table 2.7:  Fifteen leadership competencies and the competence profiles 
of their leadership styles 
 
Competency 
Group 
Competency Leadership styles 
Goal Involving Engaging 
Intellectual 
aptitude (IQ) 
Critical analysis and judgement High Medium Medium 
Vision and imagination High High Medium 
Strategic perspective High Medium Medium 
Managerial 
competency 
(MQ) 
Engaging communication Medium Medium High 
Managing resources High Medium Low 
Empowering Low Medium High 
Developing Medium Medium High 
Achieving High Medium Medium 
Emotional 
Intelligence 
(EI) 
Self-awareness Medium High High 
Emotional resilience High High High 
Motivation High High High 
Sensitivity Medium Medium High 
Influence Medium High High 
Intuitiveness Medium Medium High 
Conscientiousness High High High 
   
Source:  Dulewicz and Higgs (2003)  
 
2.2.6.3 Team Member Leadership 
There can be no leader without followers (Bodla & Hussain, 2010). Traditional 
leadership frameworks are criticized for being resolute on the idea that leaders are 
always successful in leading and controlling and followers simply follow (Howell & 
Shamir, 2005; Kean & Haycock-Stuart, 2011). The reality is that the leader and the 
follower are entangled in a complex interdependence. Followers also play an active 
role in crafting the leadership relationship, empowering the leader and influencing his 
or her behaviour and consequently determining the results of the leadership 
relationship (Howell & Shamir, 2005).  According to Hurwitz and Hurwitz (2009), 
successful organizations depend on a confluence of excellence in leadership and 
followership. Leadership and followership is like a South American dance, the tango, 
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where one leads and the other follows. For effective results Hurwitz and Hurwitz 
(2009) view the complementarity in this relationship as key. “Having a strong lead 
dancer pushing around the dance floor his partner is barely dancing”. 
 
McCrimmon’s (1995) view on leadership is that leadership must be dispersed 
company-wide so that leadership can be displayed by those team members who are 
not assuming formal leadership positions (Brewster, et al., 2008). After all leadership 
is a relationship between the leader and the led (DuBrin, 2010). According to Bodla 
and Hussain (2010), a leader is considered effective when a complementary match 
exists between leader characteristics/style and followers’ preference of the leader 
characteristics/style. The leader’s characteristics/style must therefore be congruent 
to the followers and serve to transform a follower to willingly strive for team 
objectives. Frequently the leadership characteristics/style is imposed on followers 
and fails to induce performance (Bodla & Hussain, 2010). 
 
In studying follower’s characteristics Bodla and Hussain (2010) followed a five 
dimension personality traits model and its preference of leader characteristics. The 
model included: (a) extroversion, the extent to which individuals are sociable, 
energetic, adventurous and assertive, (b) conscientiousness, the extent to which 
individuals are competent, organized, thorough, dutiful, motivated and ambitious, (c) 
agreeableness, being compassionate, cooperative, compliant and trusting, (d) 
emotional stability, being calm, stable, steady and patient and place high value on 
leadership rather than neuroticism and (e) intellect, being creative, deep, original, 
often search for new and innovative ways to perform a task. According to Moss and 
Ngu (2006) in Bodla and Hussain (2010) extroverts prefer transformational 
leadership, in terms of conscientiousness followers prefer leaders who have similar 
tastes, attitudes and values, and followers that are agreeable in their nature dislike 
confrontation and therefore prefer transformational leaders. 
 
2.3 CONCLUSION 
 
The chapter covered two main aspects, project success and leadership especially 
the three levels of leadership. The debate on project success still rages on, however 
there are signs that it will reach maturity soon. There is no one accepted framework 
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for project success; different people measure the concept differently (Shenhar, Dvir, 
Levy & Maltz, 2001). 
 
There has been an overlap in understanding between project and project 
management which in turn has brought about the assumptions that their objectives 
are the same or similar (Munns & Bjermi, 1996). There has been a shift from the old 
“iron triangle” of objectives as later writings point towards achieving both project and 
project management objectives (Shenhar, Dvir, Levy & Maltz, 2001, Dvir, Sadeh & 
Malach-Pines, 2006). 
 
On the other hand, leadership has been touted to contribute positively to product 
success. However there are varied views on which form or level of leadership 
contributes to project success yet there is agreement that all three levels or role 
players have a contribution whether direct or a moderating effect on project success. 
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CHAPTER 3 
 
THE ROLE OF TOTAL PROJECT LEADERSHIP ON PROJECT 
SUCCESS 
 
3.1 INTRODUCTION 
 
From chapter 2 it is evident that leadership in organizations play an important role in 
facilitating improved business performance. Leadership brings aligned commitment 
through a shared vision and team coherence which contribute to high performance. 
In project organizations as well, leadership in the form of distributed leadership plays 
an important role in crafting winning teams between executives, project managers 
and team members. Leadership is required at all organizational levels, according to 
DuBrin (2010), and therefore there is a need for interdependence between role 
players in projects. For effective project leadership, the project manager needs good 
team members, who can lead themselves to complete their specialist tasks, as well 
as supportive management, who are custodians of strategy, structure, policies and 
procedures. Together these role players make up the total project leadership 
components for project success. 
   
Project success means different things to different people (Burke, 2011) and it 
depends on your stance. From a sponsor’s perspective, project success is equal to 
solving a problem, exploiting an opportunity and increasing market share and 
competitiveness while from the project manager’s point of view project success is 
about completing the project on time, within budget and achieving best quality. There 
is therefore a need for congruence of these differing objectives. Shenhar (2004) 
offers a lasting solution of bridging a gap between strategic planning and project 
planning. Hurwitz and Hurwitz’ (2009) views expound the idea of leadership as a 
complementary relationship between the leader and the led and the importance of 
participators to find a merger. 
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This chapter will explore the necessity for congruence in the three levels of project 
leadership, sponsor, project manager and team member, as a prerequisite for high 
performance for project success. It will detail the importance of both strategic project 
leadership and followership as components of total leadership.  
 
Chapter 3 presents projects as a system, with an integrated view of projects, the 
temporary organization with its own objectives and leadership as a complementary 
construct. It highlights the need for the role players to co-exist in a partnership of 
distributed leadership, which build on the theory of “Bottom-up Leadership” 
(McCrimmon, 1995) and show leadership as an organization-wide mind-set, and 
total leadership and project success as an integrated aspect that contributes 
positively to project success.   
 
3.2 A SYSTEMS APPROACH TO PROJECTS 
 
A project is a system, a set of interconnected components working together towards 
a common goal. A project involves a set of interrelated tasks that combine to achieve 
a set project goal. System is derived from a Greek word that is translated to mean “to 
put together”. A system has three main elements: (a) component parts, (b) properties 
of components and (c) links between its components (Laszlo & Krippner, 1998). The 
conceptual model of the study, which was presented in Figure 1.1, is built on the 
interdependence and interconnectedness of the roles of the players.   
 
Projects are complex and uncertain systems and therefore innovation in their 
conceptualization, planning and implementation is a necessity. Systems thinking in 
project management deliver the innovation that projects require. In support of this 
view, Kapsali (2011) disagrees with the traditional project management theory and 
practice, to treat a project as an “island” with closed boundaries that relies upon 
prescribed formulae to manage boundary relations and change through formalised 
communications procedures. According to Brown (2008) as well, successful project 
management relies predominantly on the systemic integration and scheduling of 
multi-functional inputs into a single point of responsibility and leadership. Systems’ 
thinking is credited with synthetic, integrative thinking that bridges strategy with 
project operations (Kapsali, 2011).  
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3.3 PROJECT LEADERSHIP AS A COMPLEMENTARY CONSTRUCT  
 
“Leadership isn’t what you do to people. It is what you do with them” DuBrin (2010:  
4). Observable on the leadership theory is the sense that effective leadership 
combines the efforts of different players in organizational context. Figure 2.2, 
presented in chapter 2, showed that leadership is a relationship and a partnership 
between the leader (project manager), the led (team members) and the environment 
(organization). From the latter point of view, projects are embedded in organizations, 
inter-organizational networks and organizational fields which enable and limit project 
implementation. Organizational structures, long-term strategies, organizational 
cultures and technologies contribute to project organizing. This is the role of the 
project sponsor as part of the executive team in project oriented organization 
(Manning, 2008). The role of top management in projects cannot be underestimated. 
It is the role of top management to ensure growth of the organization by 
implementing projects that create new products and ensuring a link between projects 
and corporate strategy (Englund & Graham, 1999).   
 
Recognising the contribution of the follower to the leadership equation, Howell and 
Shamir (2005) cite many writers who concur that leadership is a joint relationship 
between the leader and the follower and reject the leader-centric view of leadership. 
According to these proponents, followers are hardly submissive to the leader’s will 
and demands. Followers contribute actively in creating a leadership relationship, 
complementing and completing the leader, and influencing his/her behaviour thereby 
determining the outcome of the leadership relationship. In so doing the followers 
amplify leader’s strengths, modulate leader’s weaknesses (Howell & Shamir, 2005). 
In the same way, team members in the project set-up are knowledge workers who 
know more about their work, more than their project managers do and therefore 
bring forth their leadership capacities (self-leadership) in completing tasks that form 
part of the whole.     
 
If the role of the follower is recognised at organizational level, executives can craft a 
leadership development model for the whole organization. The promotion of self-
leadership through participatory goal-setting is a progressive human resource 
management strategy which benefits both individuals and the organization. When 
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individuals are involved and their ideas are valued they commit to group objectives 
and enhance their capability to perform individual tasks (Neck, Nouri & Godwin, 
2003). 
 
For this tripartite relationship to thrive, self-sustain and deliver pre-set project 
objectives, it has to be coordinated from a single point of responsibility, the project 
manager. The project manager is central to the coordination and integration of 
individual team member efforts in planning, executing and monitoring all activities 
necessary to deliver project results (Kerzner, 2003). According to PMI (2004) the 
project manager spends the bulk of his/her time communicating upwards, 
downwards and laterally across all project stakeholders in search of a coordinated 
and integrated team effort. The project manager therefore leads from the front and 
from within seeking a cohesive group effort. The project manager must possess a 
unique set of: (a) leadership skills, (b) communication skills, (c) interpersonal skills, 
(d) stress-handling skills, (e) problem-solving skills, (f) time management skills, and 
(g) presentation skills to solicit performance. 
 
Elements of project success are fairly distributed in the efforts of the sponsor, 
seeking business results, and the project manager and the team, seeking 
performance against time, cost and quality. Co-existence and collaboration are key 
for project success.  
 
3.4 DISTRIBUTED LEADERSHIP 
 
The world is changing rapidly, and consumers who are less loyal, demand more 
complex products in shorter periods of time. As a result of globalisation in 
production, projects are universal and performed by spatially dispersed diverse 
teams. The production of products is driven by knowledge workers who are highly 
skilled and motivated by the completion of their tasks. What should be the outlook of 
leadership during this knowledge era and what is the role of formal hierarchical 
leadership? Substitutes for leadership call for self-directed work teams and a 
follower-centric and vision-centric leadership (Muthusamy, Wheeler & Simmons, 
2005; Kohles, Bligh & Carsten, 2012). The leader plays a critical role in shaping 
group norms, helping teams to cope with their environments and coordinating the 
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collective action. This assumption views leadership as related to one person and 
exclusively a top-down process (Mehra, Smith, Dixon & Robertson, 2006). 
Hierarchical leadership in today’s organizations is obsolete with its negative effects 
of: (a) excessive dependency on the leader and career limits, (b) disempowerment, 
lack of initiative because leadership is expected from one source, (c) excessive fear 
as a result of concentration of power, (d) laziness behaviour and poor motivation, (e) 
avoidance of responsibility, and (f) impediments to creativity. Leadership must 
therefore be dispersed throughout the organisation (McCrimmon, 1995).         
 
Leadership has evolved. It is no longer about one person, a hero, who as a solo 
individual carries the vision of the organization and automatically gets a following 
from others (Howell & Shamir, 2005; Benson & Blackman, 2011). It is about skills 
and attributes that are evenly distributed and spread across the individual team 
members. Distributed leadership cannot be misunderstood for delegation or rotation 
of leadership but as a deliberate intent to share contexts that focus on the 
development of organization-wide leadership capacity (Benson & Blackman, 2011). 
Spillane, Halverson, and Diamond (2001) cited in Benson and Blackman (2011) 
define distributed leadership as the distribution of leadership of multiple activities to 
the leaders, followers and their situation. Distributed leadership is characterised by: 
(a) collective responsibility, ordinary team members carrying-out leadership duties 
which ultimately contributes to organizational leadership and, (b) collective flexibility, 
a shift towards a flatter organizational structure with no boundaries. Distributed can 
take many forms along its continuum, as shown in figure 3.1. 
 
Figure 3.1: A continuum of distributed leadership 
 
Spontaneous 
collaboration 
Intuitive Working 
Relationships 
Institutionalised 
Practice 
No Distributed 
Leadership 
 
No management 
support 
Active management 
support 
Active management 
support 
No management 
support 
Emergent  Managed systems 
and context 
Managed systems 
and context 
Unsupportive 
systems and context 
Supportive systems 
and context 
Relationship based Task focused  
 
Source: Gronn (2002) in Benson and Blackman (2011) 
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The organization of projects stands to gain from the concept of distributed 
leadership. Projects involve multiple players who fulfil individual roles that make-up 
the whole in pursuit of the common organizational goals.  
 
Friedrich, Vessey, Schuelke, Ruark, and Mumford (2009) concur that having multiple 
“champions” or leaders taking responsibility for leadership, collective leadership, for 
different tasks has a positive effect to project teams. It creates a rise of 30% to 50% 
on the technical and financial success of projects.    
 
3.5 TOTAL LEADERSHIP AND PROJECT SUCCESS 
 
Total leadership, for the purposes of this study, refers to the integration and 
synthesizing (combine into a coherent whole) of strategic, project team and project 
team member leadership roles into one unit of force towards attaining project 
success. Project success on the other hand, refers to how far the project has gone to 
meet its pre-set objectives that include stakeholder satisfaction, product success, 
business and organization benefit, and team development (Geoghegan & Dulewicz, 
2008). From the literature it is clear that various stakeholders in the project view 
project success differently depending on their perspective (Burke, 2011). So their 
criterion for success is determined by their position in the project hierarchy or as a 
stakeholder. One common denominator binding all stakeholders together is their 
drive to achieve complete project success. Therefore the following threefold 
hypothesis is proposed: 
 
Hypothesis 1: Ho1 
There is a positive relationship between team member leadership roles in 
complementing a project manager and project success. 
 
Current leadership theories are criticised for being too leader-centric, creating an 
impression of a divinely favoured individual, a hero, who has power to influence 
others to passively follow his will and demands. At the same time, some researchers 
dispute that notion, portraying followers as active leaders in their right and describe 
leaders and followers as partners in a relationship between the followership and 
leadership. Writers (Howell & Shamir, 2005; Hurwitz & Hurwitz, 2009; DuBrin, 2010) 
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therefore conclude that leadership is not what one does to people but what one does 
with people. The growth in the knowledge worker-driven economies has catapulted 
the use of self-directed work teams that are highly skilled and motivated making 
formal leadership almost irrelevant. The emergence of the idea calls for a bigger 
recognition of the existence and contribution of the follower to the leadership 
relationship. Bodla and Hussain (2010) conclude it excellently by stating that there 
can be no existence of a leader without followers and followership. In furthering 
these ideas Bodla and Hussain (2010), as a basis of their reasoning, believed that 
there are also certain follower personality characteristics: (a) extroversion, (b) 
conscientiousness, (c) agreeableness, (d) emotional stability and (e) intellect, that 
are positively related to the leadership characteristics. As a result of these 
characteristics followers become active contributors to the leadership relationship.     
 
Hypothesis 2: Ho2 
There is a positive relationship between project manager leadership competencies 
and project success. 
 
In project management the project manager is charged with many duties but most 
importantly with being the single point of responsibility. The project manager 
integrates all the activities necessary to produce a project plan, implement the 
project plan and monitor changes to the project plan. The project manager therefore 
applies his/her skills to create a safe path for all risks to be managed for the safe 
delivery of the project. Critical to these skills is the ability to communicate upwards, 
laterally and downwards to influence stakeholders to strive willingly for changing 
group objectives. The project manager starts by being an agent of the principal 
(project sponsor) in interpreting the project strategic imperatives into a project plan 
and gathering the energies of the project team towards the attainment of these 
objectives. The project manager is therefore a binding agent at the heart of the 
leadership relationship charged with full responsibility of the success of the project. 
Many scholars including Geoghegan and Dulewicz (2008) have written decisively on 
the role played by the project manager leadership, citing characteristics, style and 
behaviour proving a positive relationship with project success. 
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Hypothesis 3: Ho3 
There is a positive relationship between strategic leadership in complementing the 
project manager and project success. 
 
In the raging debate on project success, there is an inconvenient agreement that 
project success depends on one’s position in the project hierarchy. From the project 
manager’s point of view, project success relates to completing the project within pre-
set time, within budgeted cost and achieving the best quality, while from top 
management’s point of view, project success relates to the realization of benefits for 
the company i.e. implementing a corporate strategy to solve a problem, address a 
need, maintain competitive advantage, exploit an opportunity or increase market 
share. After all projects are a result of strategic considerations including market 
demand, organisational need, customer request, and technological advance and 
may be a legal requirement (PMI, 2004). Due to this reason, the project sponsor is 
responsible for the management of the company-wide methodology to implement 
corporate strategy so as to realise benefits for the business (Burke, 2011). 
 
According to Shenhar (2004) strategic project leadership (SPL) is aimed at aligning 
projects to the creation of competitive advantage and winning in the market place. 
However, Shenhar (2004) argues that there is a missing link between business 
strategy and project planning. Strategic leadership in projects serves to align and 
make corporate strategy “fit” to project planning. Top management functions of 
strategy, project selection, structure, policies and procedures at corporate level 
either impede or enable the successful implementation of projects. 
 
Strategy is also not a “once-off” activity of identifying and selecting projects suitable 
for the achievement of corporate targets with available resources. It needs 
monitoring and review to capture new opportunities. Successful projects are also a 
function of continued interest and communication of top management with the 
project team. Good strategic leadership contributes positively to project success. 
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3.6 CONCLUSION 
 
This chapter focused on the interdependence of the three levels of leadership: (a) 
executive, (b) management and (c) operations (DuBrin, 2010). There is therefore a 
complementary leadership relationship between company executives, project 
managers and team members in a project based organisation contributing to project 
success. 
 
Leadership has therefore been presented as a complementary construct, a 
relationship between the leader and the led and as a partnership. Projects were also 
presented as a system of interconnected components that require distributed efforts. 
 
In the next chapter the research methodology followed in the study will be outlined. 
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CHAPTER 4 
 
RESEARCH METHODOLOGY 
 
4.1  INTRODUCTION 
 
Projects are initiated to create change, develop new products, establish new 
manufacturing processes, or create new organizations. Shenhar, Dvir, Levy and 
Maltz (2001) assert that without projects, firms would become obsolete, irrelevant 
and unaligned in an intense, competitive environment. The main objective of the 
study was to establish the role played by team member leadership and strategic 
leadership, in complementing project manager competencies, on project success 
and the theoretical framework for conducting empirical research for this study, was 
provided in chapters two and three.  
 
The purpose of this chapter is to identify the research methodology most appropriate 
to address the research problem: measuring the role that is played by strategic 
project leadership and team member leadership, in complementing the project 
manager, on project success. This will be done by discussing the research design 
and methodology, as well as the population and sampling techniques employed to 
gather data for this investigation. This chapter will also focus on the research 
instruments which were central to the gathering of data for this study. This will 
include a discussion on the measuring instruments used in the research, reasons for 
selecting a questionnaire as a quantitative instrument, methods used to determine 
the sample and the distribution of the questionnaires. 
 
The discussion that follows will highlight the research design used for this study. 
 
4.2  RESEARCH DESIGN 
 
To execute the objectives of this study, it is important to explore the research design 
which forms the framework of the investigation. 
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According to Blumberg, Cooper and Schindler (2005) research design constitutes 
the blueprint for data collection, measurement, and analysis of data. It is the plan 
and structure of the investigation to gain answers to the research questions. 
Research design, according to Ghauri, Grønhaug and Kristianslund (1995), is the 
strategic choice with its intentions in developing an approach that allows for 
answering of the research problem in the best possible way, under current 
constraints.    
 
Essentially various research design definitions concur that it is: (a) an activity and 
time-based plan, (b) always based on the research question, (c) guides the selection 
of sources and types of information, (d) a framework for specifying the relationships 
among the study’s variables, and (e) outlines procedures for every research activity 
(Blumberg, Cooper & Schindler, 2005). The research design for this study was 
based on establishing a causal, cause and effect, relationship which structures the 
problem under investigation (Ghauri, Grønhaug & Kristianslund, 1995).  
 
The research was conducted in project based organizations in South Africa, but 
predominantly in the Eastern Cape. To obtain data for this investigation a 
questionnaire was designed and, aligned with the research problem and literature 
review. A representative sample was drawn from the population of executives, 
project managers and project team members within various project based 
organizations including ESKOM, Data Centric, GMT, Independent Development 
Trust, KPMG, East London Industrial Development Zone, Aspire, Mvula Trust, 
Umgeni Water and Coega Development Corporation. A questionnaire was 
administered to this representative sample. The sampling technique employed in this 
study is discussed below. 
 
4.3  POPULATION AND SAMPLE SELECTION 
 
According to Ghauri, Grønhaug and Kristianslund (1995) the collection of all persons 
eligible for voting in a poll is called a population. A population is the total collection of 
elements about which an inference can be made (Blumberg, Cooper & Schindler, 
2005). Each voter eligible for voting in a poll is a unit or a population element 
(Ghauri, Grønhaug & Kristianslund, 1995; Blumberg, Cooper & Schindler, 2005). 
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The study was targeted at the project management sector especially executives, 
project managers and team members in project based organizations. Therefore, the 
target population of this study included executives, project managers and project 
team members. In this study a representative sample of the population was used.  
 
According to Collis and Hussey (2009) a sample is an unbiased subset that 
represents the population and a sampling frame is a record of the population from 
which a sample can be drawn. There are several reasons for sampling rather than 
testing the whole population, including: (a) lower costs, (b) greater accuracy of 
results, (c) greater speed of data collection, and (d) availability of population 
elements. 
 
The planned sample size for the study was fifty respondents within the project 
management sector. The targeted sample was stratified into six executives of project 
organizations, fourteen project managers as well as thirty project team members. 
The sample of project managers and team members was from project based 
organizations in South Africa, predominantly in the Eastern Cape. Company 
executives were identified from a number of project organisations including ESKOM, 
East London Industrial Development Zone, Coega Development Corporation, 
Umgeni Water, Amatola Water, Independent Development Trust and Johannesburg 
Development Agency. The research methodology is discussed in the next section. 
 
4.4  RESEARCH METHODOLOGY  
 
The broad research methodology that was followed is described in this section. 
 
4.4.1  Positivistic paradigm 
A research paradigm is a philosophical framework which guides how scientific 
research must be conducted (Collis & Hussey, 2009). According to Shrestha (2009) 
researchers use a framework to guide their perceptions in the process of seeking 
new knowledge i.e. the paradigm. A philosophical framework that guides how 
scientific research should be conducted, is a paradigm (Collis & Hussey, 2009). The 
paradigm chosen usually indicates which research strategies or tools will be used. 
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There are two main paradigms according to the continuum of paradigms, provided 
by Collis and Hussey (2009), positivism and interpretivism.  
 
The positivistic paradigm, which was chosen for this study, is based on the belief that 
reality is independent of us and that theory can be derived from empirical research. 
As a result of the intention to establish a cause and effect, the quantitative research 
method was employed in this study. However a single open-ended question at the 
end of the questionnaire was qualitatively interpreted. On the other hand 
interpretivism is underpinned by the belief that social reality is not objective but 
subjective and therefore shaped by perceptions (Collis & Hussey, 2009).  
 
The main assumptions of the positivistic paradigm (Collis & Hussey, 2009) are that: 
 Reality is objective and singular, separate from the researcher. 
 Research is independent of that being researched. 
 Research is value-free and unbiased. 
 Researcher writes in a formal style and uses a passive voice, accepted 
quantitative words and set definitions. 
 Process is deductive, studies cause and effect, context free and results are 
accurate and reliable.  
 
Essentially, for the purpose of this study the researcher selected a structured 
questionnaire which was administered to six top management executives of project 
based organizations, fourteen project managers and thirty project team members as 
the research instrument for a quantitative method. 
 
4.4.2  Design of the Questionnaires 
A structured questionnaire was designed to elicit responses from the chosen sample 
using a Likert type Scale. The measuring instrument was aligned to both research 
questions and the literature reviewed. There are essentially three parts, Part A 
(demographic information), Part B (quantitative questions) and Part C (a qualitative 
question), to the questionnaire. Part B of the questionnaire had four sections with 48 
statements aimed at gathering information and measuring key aspects on project 
success, project leadership, corporate strategic leadership and team member 
68 
 
leadership. Each statement was somehow related to the components of the model of 
the study Figure 1.1 and theory presented in chapters two and three. Part C provided 
an open-ended question to be answered based on the view of the respondent. 
 
The questionnaire comprised of a 5 point scale and the respondents were required 
to select the category that best described their view of the statements. The scale 
ranged from 1 to 5 as follows: 
 
1 - Strongly disagree  
2 - Disagree 
3 - Neither agree nor disagree 
4 - Agree 
5 - Strongly agree 
 
A cover letter accompanied the questionnaire. The cover letter introduced the 
researcher, the study and the importance of carrying out the study. The 
confidentiality and anonymity of the participants was guaranteed. The ethical 
standards of the NMMU were also observed.  
 
4.5 PSYCHOMETRIC PROPERTY  
 
Two distinct aspects need to be considered under a quantitative research instrument 
namely validity and reliability. 
 
4.5.1  Validity 
According to Collis and Hussey (2009), validity refers to the extent to which the 
research findings accurately reflect the phenomena under study. A test is said to be 
valid if it shows or measures what the researcher thinks or claims it does, (Coolican; 
1992) in Collis and Hussey (2009). It does not matter whether the research follows 
the ideal research design, problems always surface. There are therefore questions 
regarding whether the results obtained are true, or whether a measure has 
accomplished its claims and that is the essence of validity (Blumberg, Cooper & 
Schindler, 2005). 
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Validity was achieved by considering both content validity and construct validity. The 
content validity was supported by specific questionnaire items constructed strictly 
according to theoretical aspects reviewed. The construct validity was underpinned by 
the fact that although the questionnaire focused on different aspects, all of the items 
dealt with aspects which were important concerning project leadership which is 
responsible for better project success. 
 
4.5.2 Reliability 
Reliability is concerned with the results of the research being able to stand up to 
scrutiny, should the study repeated, as it would be expected that the results would 
be the same (Collis & Hussey, 2009). Reliability has to do with the accuracy and 
precision of a measurement procedure (Blumberg, Cooper & Schindler, 2005). 
This study employed a questionnaire to support the reliability of the qualitative 
research findings. 
 
4.5.3 Pilot study 
A pilot study was conducted with ten participants across the strata of the sample. 
The purpose of the pilot study was to ensure that the target group would understand 
the questions and to probe their general perceptions. In addition, it was important to 
determine whether the questionnaire could be completed within a reasonable time.  
 
4.5.4 Administration of the questionnaire 
The questionnaire and the cover letter were emailed to the target group. The 
participants were requested to complete the questionnaire and return it to the sender 
by 15 August 2012. The participants were reminded weekly to complete the 
questionnaire to ensure a good response rate.  
 
4.6 CONCLUSION 
 
This chapter set out the methods for data collection and enquiry. The study was 
conducted from a quantitative approach to determine the role played by strategic 
leadership and team member leadership, in complementing the project manager, on 
project success. 
 
70 
 
To support the theory, the study used a questionnaire survey to executives, project 
managers and project team members from project based organizations. The data 
analysis was done by running frequencies and cross-tabulations of elicited 
responses by making use of the statistical package STATISTICA version 10. 
 
The next chapter explores the data analysis for this study. 
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CHAPTER 5 
 
DATA ANALYSIS AND INTERPRETATION 
 
5.1 INTRODUCTION 
 
In the previous chapter the methodology followed in conducting this research was 
discussed. As such the research design, population and sample selection, research 
paradigm, design of the measurement instrument, validity and reliability of the 
methodology were discussed. In this chapter the data gathered and the findings from 
the structured questionnaires are presented. Data collected from the senior 
management executives, project managers and team members from a selection of 
project organisations, is discussed in detail. The characteristics of the respondents 
are summarised by means of the pie charts from the descriptive statistics. 
Descriptive statistics were used to summarise the quantitative data. 
 
5.2 CHARACTERISTICS OF THE TARGETED SAMPLE 
 
The characteristics of the targeted sample will be described and discussed below. 
 
5.2.1 Response Rate 
As shown in Table 5.1, a total of 50 questionnaires were emailed to 50 respondents 
within the project management sector. This group comprised of six senior 
management executives, fourteen project managers and thirty project team 
members in project based organisations. The participants worked on different 
sectors including infrastructure development, social development project, information 
technology and business consulting. Of the 50 questionnaires sent out, 31 were 
returned completed giving a total response rate of 62% as shown in Table 5.1 below. 
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Table 5.1: Response rate 
 
 Top Management 
Executives 
Project 
Managers 
Project Team Members Total 
Population 
Sample 
6 14 30 50 
Responses 3 11 17 31 
% returned 50% 78.57% 57% 62% 
 
 
5.2.2 Demographic Data (Part 1 of the Questionnaire) 
A total of 62% of the participants returned the questionnaires. The majority of those 
who responded were project managers (78,57%) followed by team members (57%) 
and only half of the top management executives responded. Almost half (45%) of the 
participants possessed a master’s degree, 21% possessed an honour’s degree, 7% 
a bachelor’s degree and 28% a national diploma. The participants’ project 
management experience was predominantly between 1-5 years (42%) followed by 6-
10 years (32%), beyond 10 years (16%) and only 10% below 1 year. Over half (55%) 
of the participants were between ages 26-35 years and 23% for ages between 36-45 
years, 16% under 25 years and only 7% older than 46 years. Sixty four percent of 
the respondents were male and 36% were female. The demographic data of the 
respondents is graphically shown below from figure 5.1 to 5.5. 
 
Figure 5.1: Occupational category of the respondents  
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Figure 5.1 shows that project managers and project team members were well 
represented. It is understandable that fewer top managers participated, as they are 
in a minority, based on the normal distribution of authority in an organisation.  
 
Figure 5.2: Education profile of the respondents 
 
 
 
The results show that the respondents were well qualified with 45% having a 
master’s degree.  One could therefore assume that all the respondents were very 
capable of providing valuable input.  
 
Figure 5.3: Project management experience, in years, of the respondents 
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The results in terms of years of experience show that most respondents had 
between 1 and 5 years of experience (42%) or more. Few (10%) of the respondents 
had less than one years of experience.  
 
Figure 5.4: Age distribution of the respondents 
 
 
 
The results show that 78% of the respondents were between ages 26 and 45 years 
and only 22% were below 25 years. It is assumed that the respondents had a fair 
amount of maturity to understand the questions and make a meaningful contribution. 
 
Figure 5.5: Gender distribution 
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These results show the majority (64.52%) of the respondents to be males with a fair 
representation of both male and female. The next section focuses on the 
presentation and analysis of results for Part B of the questionnaire. 
  
5.2.3 Analysis of Part B of the questionnaire 
For the presentation and analysis of the questionnaire, tables were used. For the 
questionnaire, a Likert-type scale ranging from strongly disagree to strongly agree 
was used. The Cronbach alpha coefficient was used to determine reliability. These 
results as well as descriptive data including mean and standard deviation scores are 
presented and discussed. STATISTICA version 10 was used to analyse the raw data 
gathered from the questionnaires. 
 
STATISTICA is a statistics and analytics software package that provides data 
analysis, data management, data mining, and data visualization procedures. In the 
next paragraph, the data analysis of this research is presented.  
 
5.3 DATA ANALYSIS 
 
After the collection of the data and capturing it in a Microsoft Excel spread sheet, it 
was necessary to analyse the data using statistical software since the study is of a 
quantitative nature. 
 
5.3.1 Cronbach’s Alpha Coefficient 
According to Gliem and Gliem (2003) Cronbach’s alpha coefficient is the measure of 
internal consistency when all scale items have been standardised. Cronbach’s alpha 
coefficient usually ranges between 0 and 1. The closer to 1 the value of the 
Cronbach’s alpha coefficient, the greater the internal consistency of the items in the 
scale and anything below 0.6 is considered poor.   
  
However Gliem and Gliem (2003) warn against the misinterpretation of the high 
Cronbach’s alpha coefficient as an indication of internal consistency in the scale, it 
does not reflect a uni-dimensional scale.  
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For the data in question the results of the Cronbach’s alpha coefficient are as 
follows: 
Q1_1 to Q1_12: Alpha=0.56 
Q2_1 to Q2_14: Alpha=0.81 
Q3_1 to Q3_8: Alpha=0.81 
Q4_1 to Q4_14: Alpha=0.45 
Only section 2 and section 3 are at the acceptable level of at least 0.7.  The results 
of the other sections should therefore be read with caution.  
 
5.3.2 Discussion of the results for Section 1: Criteria for Project Success 
Table 5.2 presents the results for Section 1. In this section of the questionnaire, 
respondents were asked about the nature of criteria for project success. 
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Table 5.2: Descriptive statistics for Section 1: Criteria for project success 
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Q1_1 Project success means meeting time, 
cost and quality objectives 
3.2 0.0 0.0 51.6 45.2 4.35 0.80 
Q1_2 Project success is meeting the project 
owner’s (sponsor) strategic goals 
0 0 6.45 48.39 45.16 4.39 0.62 
Q1_3 Project success is an ambiguous, 
inclusive and multi-dimensional concept 
that depends on the context 
3.24 22.58 19.35 35.48 19.35 3.45 1.15 
Q1_4 Project success depends on each 
stakeholder’s viewpoint 
6.67 23.33 20 46.67 3.33 3.17 1.05 
Q1_5 Projects are powerful strategic 
weapons initiated to create economic 
value and competitive advantage 
0 3.23 6.45 54.84 35.48 4.23 0.72 
Q1_6 Large firms are transforming 
themselves from being bureaucratic by 
using projects to achieve organizational 
change, explore new markets, new 
products and solve complex problems 
0 0 9.68 58.06 32.26 4.23 0.62 
Q1_7 Projects are initiated to create change, 
to develop new products, establish new 
manufacturing processes, or create 
new organizations 
0 3.23 12.9 64.52 19.35 4.00 0.68 
Q1_8 Projects are initiated as a result of a 
need, e.g. market demand, a business 
opportunity, customer request, 
technological advance, legal 
requirement, a crisis and or social need 
0 0 6.45 41.94 51.61 4.45 0.62 
Q1_9 There is no uniform measure of project 
success 
6.45 25.81 16.13 41.94 9.68 3.23 1.15 
Q1_10 Projects are less about short-term goals 
and more about long-term strategic 
intent to enhance the well-being of the 
organization 
10 20 16.67 30 23.33 3.37 1.33 
Q1_11 The attention of project managers and 
team members are usually on 
operational aspects of controlling time, 
cost and quality to the detriment of 
business results 
3.33 16.67 13.33 36.37 30.3 3.73 1.17 
Q1_12 Critical factors that contribute to project 
success are project mission, top 
management support, project 
schedules, client consultation, 
personnel and training, technical tasks, 
client acceptance, monitoring and 
feedback, communication and 
troubleshooting 
0 3.23 0 32.26 64.52 4.58 0.67 
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In section 1 the majority of the respondents agreed that project success straddled 
both the notion of meeting time, cost and quality requirements as well as achieving 
the business results. Most of the responses showed a tendency towards strongly 
agree and agree. The mean score ranged from 3.17 (Project success depends on 
each stakeholder’s viewpoint) to 4.58 (Critical factors that contribute to project 
success are project mission, top management support, project schedules, client 
consultation, personnel and training, technical tasks, client acceptance, monitoring 
and feedback, communication and troubleshooting).  The standard deviation ranged 
from 0.62 to 1.33. Most of the statements obtained a standard deviation of less than 
1, indicating a narrow spread of responses. 
 
The five statements that received the highest mean scores, listed from the highest to 
lowest mean score are: 
 Critical factors that contribute to project success are project mission, top 
management support, project schedules, client consultation, personnel and 
training, technical tasks, client acceptance, monitoring and feedback, 
communication and troubleshooting (Q1.12 - Mean score 4.58). 
 Projects are initiated as a result of a need, e.g. market demand, a business 
opportunity, customer request, technological advance, legal requirement, a 
crisis and/or social need. 
 Project success is meeting the project owner’s (sponsor) strategic goals. 
 Project success means meeting time, cost and quality objectives. 
 Projects are powerful strategic weapons initiated to create economic value 
and competitive advantage. 
 
Statements that received the lowest mean scores, ranging from 3.17 to 3.45 
(indicating a tendency to unsure) are:  
 Project success depends on each stakeholder’s viewpoint (3.17). 
 There is no uniform measure of project success (3.23). 
 Projects are less about short-term goals and more about long-term strategic 
intent to enhance the well-being of the organization (3.37). 
 Project success is an ambiguous, inclusive and multi-dimensional concept 
that depends on the context (3.45). 
79 
 
  
When considering these responses that received the lowest mean scores, it is 
evident that the respondents felt that the criteria for project success are not 
ambiguous and subjectively determined, but that there are uniform measures for 
project success. The results also show that they believed that short-term results 
should not be compromised for long-term results, but were important, as it is also 
evident in the responses to Q1 (short-term goals) and Q2 (strategic goals).  
 
5.3.3 Discussion of the results for Section 2: Project leadership and Project Success 
Table 5.3 presents the results for Section 2. In this section of the questionnaire 
respondents were asked about the nature, value of leadership in projects and 
participators to the leadership relationship.  
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Table 5.3: Descriptive Statistics for Project Leadership 
 
  PROJECT LEADERSHIP 
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Q2_1 Project leadership involves the ability to 
foster relationships and work with others 
0 0 0 38.71 61.29 4.61 0.50 
Q2_2 For project leadership to thrive there 
must be shared purpose, right to 
express contrary opinion, joint 
accountability and absolute honesty 
between team members 
0 0 0 48.39 51.61 4.52 0.51 
Q2_3 If the leader alone has good leadership 
characteristics, automatically the team 
members will follow 
6.45 19.35 29.04 25.81 19.35 3.32 1.19 
Q2_4 To be effective, the project leader needs 
capable team members to support 
him/her 
0 0 3.23 32.26 64.52 4.61 0.56 
Q2_5 Followers themselves can be leaders 6.45 3.23 19.35 41.94 29.03 3.84 1.10 
Q2_6 Leadership has evolved from merely an 
individual aspect to be a collective effort 
by the leader and the led 
0 6.46 12.9 45.16 35.48 4.10 0.87 
Q2_7 Formal authority as the cornerstone of 
leadership is obsolete 
0 9.68 35.48 29.03 25.81 3.71 0.97 
Q2_8 Leadership must be dispersed across a 
wide range of diverse individuals 
0 3.23 6.45 58.06 32.26 4.19 0.70 
Q2_9 A project requires different skills and 
therefore a team is an ideal mechanism 
to coordinate project work 
0 0 6.45 45.16 48.39 4.42 0.62 
Q2_10 Formal project leadership can be 
substituted by self-managed or self-
directed work teams 
3.23 19.35 12.9 51.62 12.9 3.52 1.06 
Q2_11 Self-managed project teams are 
positively related to high business 
performance 
0 16.13 22.58 38.71 22.58 3.68 1.01 
Q2_12 Project leadership contributes positively 
to project success as mediator or 
contributor 
0 3.23 3.23 74.19 19.35 4.10 0.60 
Q2_13 The project manager is the Chief 
Executive of the project and therefore 
takes charge of project leadership 
3.23 9.68 6.45 51.61 29.03 3.94 1.03 
Q2_14 Project leadership isn’t what you do to 
people, it is what you do with them 
3.23 0 12.9 41.94 41.94 4.19 0.91 
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The bulk of the respondents tended to agree that leadership is a relationship 
between the leader and the led and that it must be dispersed to various participants 
in the team. This is evident from the high means scores obtained in this section and 
the relatively narrow spread of responses. However there is still a belief that formal 
leadership has a role to play and therefore cannot be fully replaced by the use of 
self-directed work teams in projects. The standard deviation ranged from 0.50 to 
1.19. There was a slightly wider spread of responses in this section. 
 
The five statements that received the highest mean scores, listed from the highest to 
lowest mean score are: 
 Project leadership involves the ability to foster relationships and work with 
others (4.61). 
 To be effective, the project leader needs capable team members to support 
him/her (4.61). 
 A project requires different skills and therefore a team is an ideal mechanism 
to coordinate project work (4.42). 
 Project leadership isn’t what you do to people it is what you do with them 
(4.19). 
 Project leadership contributes positively to project success as mediator or 
contributor (4.10). 
 
The statement that received the lowest mean score, received a mean of 3.32 
(indicating a tendency to unsure) is:  
 If the leader has good leadership characteristics, automatically the team 
members will follow. 
 
The results revealed the following in terms of the project leadership: 
 Project leadership involves working with others and for the team to succeed 
there must be shared values according to the majority (100%) of the 
respondents. The respondents (96.8%) also recognise the need to have 
capable team members to support the project manager.  
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 In terms of followers being passive to follow the project manager, if the 
project manager has good characteristics, respondents rejected the notion 
although a good number chose not to have an opinion about the question. 
 There is still a need for formal leadership according to 63.5%, yet self-
directed teams were acceptable to be positively related to good performance 
according to 61.3% of the respondents. 
   
5.3.4 Discussion of the results for Section 3: Corporate Strategic Leadership and 
Project Success 
Table 5.4 presents the results for Section 3. In this section of the questionnaire 
respondents were asked about the role played by corporate strategic leadership in 
project success.  
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Table 5.4: Descriptive Statistics for corporate strategic leadership and 
project success 
 
  CORPORATE STRATEGIC 
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Q3_1 Executive teams, as strategic leaders, 
play a crucial role in project success 
3.23 0 9.68 51.61 35.48 4.16 0.86 
Q3_2 Corporate strategy determines what 
projects must be pursued for sustained 
competitive advantage 
0 3.23 9.68 58.06 29.03 4.13 0.72 
Q3_3 Projects fail to achieve business results 
because too many poor ideas are 
launched as projects 
0 22.50 25.80 32.36 19.34 3.48 1.06 
Q3_4 Projects are a source of competitive 
advantage, an opportunity for an 
organization to learn and sustain itself in a 
competitive market 
0 0 16.13 54.84 29.03 4.13 0.67 
Q3_5 It is the responsibility of the project 
sponsor, as a strategic leader, to manage 
a company-wide methodology to 
implement corporate strategy 
0 22.58 29.03 32.36 16.03 3.42 1.03 
Q3_6 Strategic project leadership (SPL) is 
aimed at aligning projects to the creation 
of competitive advantage and winning in 
the market place 
0 0 16.67 66.67 16.67 4.00 0.59 
Q3_7 Projects fail as a result of misalignment of 
the project planning with business 
strategy 
0 16.13 9.68 38.71 35.48 3.94 1.06 
Q3_8 Project selection and prioritization enable 
a strong link between projects and 
strategy 
3.23 6.45 6.45 48.39 35.48 4.06 1.00 
 
The respondents value the role played by top management executives in leading a 
process of linking projects to strategy and ensure an aligned selection of projects. 
This is evident in the high mean scores obtained in this section. However there 
exists a clash of opinions where there is a spread of opinions on the relationship 
between the failure of projects and mis-alignment to strategy.  
 
The five statements that received the highest mean scores, listed from the highest to 
lowest mean score are: 
 Executive teams, as strategic leaders, play a crucial role in project success 
(4.16). 
 Projects are a source of competitive advantage, an opportunity for an 
organization to learn and sustain itself in a competitive market (4.13). 
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 Corporate strategy determines what projects must be pursued for sustained 
competitive advantage (4.13). 
 Project selection and prioritization enable a strong link between projects and 
strategy (4.06). 
 Strategic project leadership (SPL) is aimed at aligning projects for the 
creation of competitive advantage and winning in the market place (4.00). 
  
The statement that received the lowest mean score, received a mean of 3.42 
(indicating a tendency to unsure) is:  
 It is the responsibility of the project sponsor, as a strategic leader, to manage 
a company-wide methodology to implement corporate strategy. 
 
The results revealed that leadership at corporate level as a guide to project 
identification and implementation is critical for project success. 
 
5.3.5 Discussion of the results for Section 4: Team Member Leadership and Project 
Success 
In Section 4 of the questionnaire, respondents were asked about the role played by 
team member leadership on project success. The results are presented in Table 5.5. 
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Table 5.5: Descriptive Statistics for team member leadership and project 
success 
 TEAM MEMBER LEADERSHIP AND 
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Q4_1 There can be no leader without competent 
followers 
0 11.11 27.78 16.67 44.44 3.94 1.11 
Q4_2 Team members are knowledge workers, who 
tend to know more about their work than their 
managers and are self-motivated, which reduces 
the need for leadership 
11.11 0 11.11 61.11 16.67 3.72 1.13 
Q4_3 The project leader and the team members are 
entangled in a complex interdependency 
0 5.56 11.11 72.22 11.11 3.89 0.68 
Q4_4 Team members play an active role in crafting a 
leadership relationship, empowering the project 
leader and influencing his or her behaviour and 
consequently determining the results of the 
leadership relationship 
0 0 5.56 55.56 38.89 4.33 0.59 
Q4_5 Successful organizations depend on a mix of 
excellence in leadership and team membership 
0 0 5.56 61.11 33.33 4.28 0.57 
Q4_6 Team members prefer a leader with a 
complementary match of characteristics/style 
0 0 27.78 55.56 16.67 3.89 0.68 
Q4_7 Leadership characteristics/style imposed on 
team members fail to induce performance 
5.56 16.67 44.44 27.78 5.56 3.11 0.96 
Q4_8 Extroverted followers prefer transformational 
leadership 
0 0 61.11 33.33 5.56 3.44 0.62 
Q4_9 Team members prefer project leaders who have 
similar tastes, attitudes and values to those of 
team members 
16.67 22.22 22.22 33.33 5.56 2.89 1.23 
Q4_10 Team members who are agreeable by nature 
dislike confrontation and therefore prefer project 
managers who are transformational leaders 
0 22.22 61.11 16.67 0 2.94 0.64 
Q4_11 A project manager’s leadership competencies 
are NOT the only key driving force leading 
towards project success 
0 5.56 11.11 72.22 11.11 3.89 0.68 
Q4_12 There is an overreliance on project manager 
leadership for project success while ignoring the 
complementary roles of team members 
0 23.53 29.41 41.18 5.88 3.29 0.92 
Q4_13 Shared leadership is required at all project levels 0 11.11 5.56 55.56 27.78 4.00 0.91 
Q4_14 For a project to be successful, both team 
member leadership and strategic leadership 
must complement the project manager 
leadership 
0 0 5 70 25 4.20 0.52 
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Team members play an active role in crafting a leadership relationship, empowering 
the project leader and influencing his or her behaviour and consequently determining 
the results of the leadership relationship. This is evident in the mean scores obtained 
in this section. However the respondents almost rejected the view that team 
members have a preference to project leaders who have similar tastes, attitudes and 
values to those of team members. 
 
The five statements that received the highest mean scores, listed from the highest to 
lowest mean score are: 
 Team members play an active role in crafting a leadership relationship, 
empowering the project leader and influencing his or her behaviour and 
consequently determining the results of the leadership relationship (4.33). 
 Successful organizations depend on a mix of excellence in leadership and 
team membership (4.28). 
 For a project to be successful, both team member leadership and strategic 
leadership must complement the project manager leadership (4.20). 
 Shared leadership is required at all project levels (4.00). 
 There can be no leader without competent followers (3.94). 
 
Statements that received the lowest mean scores, ranging from 2.89 to 3.44 
(indicating a tendency to unsure) are:  
 Team members prefer project leaders who have similar tastes, attitudes and 
values to those of team members (2.89). 
 Team members who are agreeable by nature dislike confrontation and 
therefore prefer project managers who are transformational leaders (2.94). 
 Leadership characteristics/style imposed on team members fail to induce 
performance (3.11). 
 There is an over-reliance on project manager leadership for project success 
while ignoring the complementary roles of team members (3.29). 
 Extroverted followers prefer transformational leadership (3.44). 
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The results revealed the following in terms of the strategic project leadership: 
 94.5 percent of the respondents view the team members as active 
participators in the leadership relationship that eventually assists the project 
manager to deliver project success. 
 Only 38.96 percent of respondents agree that team members have a 
preference to project leaders who have similar tastes, attitudes and values to 
those of team members. 
 
5.4 CONCLUSION 
 
From the descriptive statistics it is evident that: 
 Although views may differ on project success, it encompasses both meeting 
time, cost and quality requirements of the projects as well as achieving 
business results. Project success is a clear concept and not too ambiguous. 
Measures of project success are not universal and differ from stakeholder to 
stakeholder. 
 Leadership in projects is very critical for project success and that leadership 
is a relationship between the leader and the led. However leadership cannot 
be fully abdicated to self-directed work teams since there is still a role to be 
played by formal leadership. 
 Corporate strategic leadership has a critical role to play in linking projects to 
corporate strategy resulting in project success. However projects do not 
entirely fail as a result of poor selection. 
 The leadership capabilities of team member to lead in their respective work 
stations are critical for project success. Team members complement the 
project manager positive to bring about project success. 
 
5.5 ANALYSIS OF OPEN-ENDED QUESTION  
 
Part 3 of the questionnaire contained an open-ended question and the qualitative 
analysis of this question is presented in this section. Qualitative research is linked 
with the interpretivism paradigm which believes that social reality is not objective but 
highly subjective and therefore it is shaped by perceptions. Interpretive research 
findings are therefore not derived from statistical analysis (Collis & Hussey, 2009). In 
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terms of Part C of the structured questionnaire an open-ended was posed to the 
respondents. A total of 18 respondents out of 31 respondents answered the 
question: 
 
Based on your experience, is there any other leadership aspect that contributes to 
project success?  
 
The responses received to this question are presented below in Table 5.6 according 
to the theme and the number of responses received:  
 
Table 5.6: Answers to open-ended question 
 
THEME RESPONSES 
Clear expectations and 
role clarification 
Goal orientation 
Clear expectations 
Planning using WBS 
Resource management  Time management 
Financial management 
Multi-directional 
communication  
Steering committee meetings 
Project meetings 
Feedback to all relevant parties 
Consultation 
Leadership Coaching 
Mentoring 
Emotional intelligence 
Inspirational and supportive leadership 
Behavioural modelling 
Team player 
Teams Selection of team members 
Team work 
Shared vision   
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From table 5.6 above, it is evident that leadership is seen as a positive contributor to 
project success. The main themes coming from responses to the open-ended 
question relate to goals and expectations, leadership, teamwork and resource 
management. Communication was also deemed important and can be perceived as 
a factor of both leadership and teamwork. Respondents pointed to both leadership 
and the application of project management tools and techniques and the composition 
of teams. Team functioning as a cohesive unit in executing project work was viewed 
as important by the respondents. The responses related to leadership, implied that 
effective leaders are coaches, mentors and facilitators rather than authoritarians. 
 
5.6 CONCLUSION 
 
In this chapter, empirical results were presented in the form of descriptive statistics. 
The interpretation of the statistics was also presented in summary and in detail. In 
the next chapter focus will now turn to the findings, conclusions and 
recommendations of the study. 
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CHAPTER 6 
 
FINDINGS, CONCLUSIONS AND RECOMMENDATIONS 
 
6.1 INTRODUCTION 
 
In chapter 5 the results of the empirical study were presented. In this chapter the 
implications of the theoretical and empirical results are considered. Furthermore 
findings, limitations of the study and opportunities for future research are discussed.  
 
The literature on project success postulate that projects are conceived with a 
business perspective in mind, a goal of better business results, profit, profit growth 
and better market position (Shenhar, Dvir, Levy & Maltz, 2001). Projects are born as 
a result of a need or a problem including market demand, a business opportunity, 
customer request, technological advance, legal requirement, a crisis and/or social 
need (Gardiner, 2005). Furthermore according to Nicholas (2001), the intention with 
projects is threefold: to complete within budget, within schedule and performance 
requirements. This is the role of project management. However, Nicholas (2001) 
accepts that project success is multi-dimensional extending beyond cost, schedule 
and performance and relates to the satisfaction of the parties involved.  
 
It is evident in the literature that leadership is the ability to inspire confidence and 
support among people who are needed to achieve organizational goals (DuBrin, 
2010). It is further considered to be an activity of influencing people to willingly strive 
for group objectives (Brewster, et al. 2008). It is the relationship between the leader 
and the led and the ability to work with others (DuBrin, 2010; Piyush, Dangayach & 
Mittal, 2011). Leadership contributes positively to business performance and/or 
organizational success (Pinar & Girard, 2008; Ussahawanitchakit, 2011). 
 
The literature suggests that successful projects are those where the project sponsor 
had an interest and willingness to interact with the project manager. Strategic 
leaders think, act and influence in a manner that creates and maintains competitive 
advantage. This is the role of strategic project leadership (DuBrin, 2010). Strategic 
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project leadership (SPL) is aimed at aligning projects to the creation of competitive 
advantage and winning in the market place. It is the role of top management to 
ensure growth of the organization by implementing projects that create new products 
and ensuring a link between projects and corporate strategy (Englund & Graham, 
1999). 
 
The literature suggests that leadership isn’t what you do to people. It is what you do 
with them, DuBrin (2010). Leadership is a relationship and a partnership between the 
leader (project manager), the led (team members) and the environment 
(organization). Leadership has also evolved. It is no longer about one person, a 
hero, who as a solo carries the vision of the organization and automatically gets a 
following from others (Howell & Shamir, 2005: Benson & Blackman, 2011). It is 
rather about skills and attributes that are evenly distributed and spread across the 
individual members of the team. Followers contribute actively in creating a 
leadership relationship, complementing and completing the leader, and influencing 
his/her behaviour thereby determining the outcome of the leadership relationship. In 
so doing the followers amplify the leader’s strengths and modulate the leader’s 
weaknesses (Howell & Shamir, 2005). 
 
6.2 RESOLUTION OF THE MAIN AND SUB-PROBLEMS 
 
The main objective of the study was to establish the role that is played by team 
member leadership and strategic leadership, in complementing project manager 
competencies, on project success. The secondary objectives were to:  
 Clarify what is project success and factors that lead to project success. 
 Identify the role of leadership as a main contributor to project success. 
 Identify the role of strategic leadership essential to project success. 
 Identify the role of team member leadership associated with project success. 
 Determine the extent to which executives, project leaders and project team 
members believe that strategic leadership, team leadership and team 
member leadership, are crucial to project success. 
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Chapter 1 is an introductory chapter presenting the problem statement, main 
problem, sub-problems and demarcation of the study. It highlighted the need to 
conduct this study as a contributor to project leadership in project-based 
organisations. 
 
Chapter 2 provided the literature review for the study focusing on the dependent 
variable (project success) and independent variables (strategic, project team and 
project team member leadership roles). The definition of project success was 
investigated as well as what it constitutes it and how it is measured. The latter part of  
chapter 2 focused on the discussion on strategic project leadership, project manager 
leadership and team member leadership as contributors to project success. The 
main theoretical findings in terms of these issues were that project success is multi-
dimensional as it can be viewed differently by different stakeholders. Project 
managers view project success to be meeting performance, time, cost and scope 
requirements while from the project sponsor’s view it is achieving the business 
results. According to theory, project success has no single unit of measurement. It 
differs from stakeholder to stakeholder. Leadership is also critical for project 
success. 
  
Chapter 3 provided a theoretical model of the study i.e. an integrated model of total 
leadership for project team success. The chapter focused on showing leadership as 
a complementary relationship between the main players, executives, project 
manager and team members, to be able to join their efforts in pursuit of project 
success. It showed the need to distribute leadership throughout the various levels of 
the project organisation.  
 
Chapter 4 provided an overview of the research methodology followed in the study, 
outlining the research paradigm, sample of the study, measuring instrument 
development, pilot study and administration of the questionnaire.  The questionnaire 
was tested on a sample of 50 people made up of 6 executives from project 
organizations, 14 project managers and 30 project team members. Of these only 31 
responded which is the basis of descriptive statistics used for analysis.  
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Chapter 5 contains the results of the empirical study, and interpretations. 
Quantitative data was analysed and presented in the form of descriptive statistics, 
measures of central tendencies, measures of dispersion, frequencies and 
percentages. Qualitative data was also analysed and interpreted.  
 
6.3 MAIN FINDINGS OF THE EMPIRICAL STUDY 
 
The findings of the study will be discussed around project success, the role of project 
leadership on project success, corporate strategic leadership on project success, 
and team member leadership on project success. 
 
6.3.1 Main findings with regard to project success 
This section obtained a low Chronbach’s alpha coefficient and therefore the result 
should be read with caution. The results showed that the majority of the respondents 
agreed that project success straddled both the notion of meeting time, cost and 
quality requirements as well as achieving strategic business results. Critical factors 
that contribute to project success are project mission, top management support, 
project schedules, client consultation, personnel and training, technical tasks, client 
acceptance, monitoring and feedback, communication and troubleshooting. It is clear 
that projects are initiated for strategic reasons and are powerful strategic weapons 
for a firm to compete and win in the market place. 
 
6.3.2 Main findings with regard to project leadership 
The results showed that leadership is a relationship between the leader and the led 
and that it must be dispersed to various participators in the team. Although there is 
agreement in the use of self-directed work teams as a form of distributed leadership, 
there is still a belief that formal leadership has a role to play and therefore cannot be 
fully replaced by the use of self-directed work teams in projects. Project leadership 
involves the ability to foster relationships and work with others and that to be 
effective, the project leader needs capable team members to support him/her. A 
project requires different skills and therefore a team is an ideal mechanism to 
coordinate project work. Project leadership isn’t what you do to people, it is what you 
do with them. Project leadership contributes positively to project success as mediator 
or contributor. 
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6.3.3 Main findings with regard to strategic leadership 
The results showed that there is value in the role played by top management 
executives in leading a process of linking projects to strategy and ensure an aligned 
selection of projects. There was no conclusive agreement on the relationship 
between project failure and mis-alignment to strategy. Executive teams, as strategic 
leaders, play a crucial role in project success. 
 
Projects are a source of competitive advantage, an opportunity for an organization to 
learn and sustain itself in a competitive market. Corporate strategy determines what 
projects must be pursued for sustained competitive advantage. Project selection and 
prioritization enable a strong link between projects and strategy. Strategic project 
leadership (SPL) is aimed at aligning projects to the creation of competitive 
advantage and winning in the market place. 
 
6.3.4 Main findings with regard to team member leadership 
This section had a low Chronbach’s alpha coefficient and therefore the result should 
be read with caution.  The results showed that team members play an active role in 
crafting a leadership relationship, empowering the project leader and influencing his 
or her behaviour and consequently determining the results of the leadership 
relationship. Successful organizations depend on a mix of excellence in leadership 
and team membership. For a project to be successful, both team member leadership 
and strategic leadership must complement the project manager leadership. Shared 
leadership is required at all project levels. There can be no leader without competent 
followers. The results almost rejected the view that team members have a 
preference to project leaders who have similar tastes, attitudes and values to those 
of team members. 
 
6.4 RECOMMENDATIONS 
 
In line with the theoretical and empirical results of the study, the following 
recommendations are made: 
Recommendation 1 
Management in project organisations should expand the definition and 
understanding of project success at all levels. It is well recognised that it could mean 
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different things to different project stakeholders, which implies that every 
organisation should deliberate on what kind of projects and project involvement will 
give a competitive advantage and then define project success accordingly. There 
must also be a unification of the stakeholder requirements. This could be achieved 
through joint conceptualisation and selection of projects between the project team 
and the top management. During detailed planning and implementation of the 
chosen projects, top management executives must identify representatives to belong 
to the project team structures with the intention to ensure link between project 
implementation and strategy. Through these representatives strategic performance 
of the final product can be continuously evaluated.  
 
Shenhar (2004) advocates strategic project leadership and argues that there is a 
missing link between strategic planning and project implementation. Project success 
means different things to different people (Burke, 2011). Until both executives and 
project implementers find unity in their requirements, projects will fail as a result. 
 
Recommendation 2 
Executive management in project organisations should always view projects as 
strategic weapons to compete in the market in the market place. This mind-set 
should therefore inform how strategy is crafted and made to fit to achieve business 
goals, and that the strategic imperatives of projects and project selection are not a 
once-off exercise but further taken to implementation at project level through strategy 
implementation and monitoring. Management in project organisations should 
establish murder boards for projects, to continually ask relevant strategic questions 
on the ability of projects to deliver tangible results. The murder board can 
continuously scan the competitive intelligence to assist the firm in crafting a winning 
business model. The murder board is a group of people who are specifically 
commissioned to cognitively address a situation from different perspectives 
(Mulcahy, 2011). Murder boards can also monitor the project implementation 
strategy and whether or not the projected benefits can or cannot be achieved. 
 
It is important that plans are made with the result in mind. For executive 
management it is a fallacy to believe that competitive strategy rigorously developed 
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around a strong set of product/service offerings regardless of mis-aligned 
implementation plans, will ‘win the day’. Strategy must be taken to project level. 
 
Recommendation 3 
Team members should be recognised as active participators in the project 
leadership relationship. It is an obsolete idea to assume that as a result of the project 
manager having good leadership qualities and being competent that the team 
members will automatically follow. Project organisations should start to move closer 
towards self-directed work teams to hatch a new set of future project leaders. Project 
organisations through their talent management strategy should develop leadership 
development programmes for young team members to develop, grow and realise 
their human potential of becoming project managers and executives in the future. 
Leadership must be cascaded down to the lowest level in the organisational 
structure. 
 
Leadership is a complementary construct and therefore should be distributed to 
positions that do not necessarily occupy formal leadership positions. Only when 
team members complement each other do they contribute maximally to project 
success. 
 
The leadership capability of team members should continuously be developed and 
utilized. Development can take the form of mentoring, coaching or shadowing of the 
leader. A proper assessment of the leadership capabilities in the team should be 
assessed by identifying strengths in people and providing opportunities for them to 
apply these strengths in situations requiring leadership. 
 
6.5 LIMITATIONS OF THE STUDY 
 
The findings of this study should be considered by certain limitations that are unique 
to this study. These limitations also present an opportunity for future research 
studies. 
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Firstly, the study was limited by the sample size and the geographical area which 
was predominantly Eastern Cape. It is possible that the research findings in certain 
aspects could have been different if a wider range of project participants were 
included in the study.  
 
Secondly, the level of understanding of the importance of the link between strategy 
and project implementation may be varied. Certain project organisations which 
employ respondents who may not be familiar with the project selection process as 
they may have acquired their projects through tendering processes with external 
services providers so they therefore do not have a complete overview of the process, 
causing a dearth of information. 
 
6.6 OPPORTUNITIES FOR FURTHER RESEARCH 
 
This research is by no means exhaustive of project role-players’ views in South 
Africa in general. Only respondents concentrated in the Eastern Cape region of 
South Africa managed to respond. It is expected that results could be different as a 
result of differing opinions. Opportunities for further research lie in areas where it 
could establish: 
 What type of strategic leadership should be provided in project 
organisations, how project leadership in project organisations can be used 
as a change agent to bring about an integrative approach to project 
management and how project team members can be made highly aware of 
the strategic imperatives of the projects selected, as well as what 
coordinating structures can be established in project organisations to 
maintain a link between strategy and project implementation. 
 What type of team member leadership skills could be developed as part of a 
leadership programmes to complement the role of project manager for 
project success. 
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6.7 CONCLUDING REMARKS 
 
It is clear that projects play an important role in the growth, profitability and survival 
of the firm in a competitive market. Projects are a result of strategic considerations 
including market demand, organisational need, customer request, and technological 
advance and may be a legal requirement (PMI, 2004). However a project is not 
guaranteed success, as it is the culmination of many factors which could mean 
different things to different stakeholders in the project. Leadership in projects 
contributes positively to the attainment of project success. 
 
The results of the study indicate that project stakeholders should understand project 
success to be meeting time, cost, scope and performance requirements as well as 
achieving business results that are outlined in the firm’s strategy. For this situation to 
be achieved there must be congruence between the project team and top 
management requirements with regards to the project. 
 
The results also indicate the need for an integrated approach to leadership in 
projects. Leadership is required at all three levels of project management: executive, 
project manager and team member. Thus, if organisations are not paying attention to 
both strategic and team member levels for leadership, an opportunity for maximum 
contribution to project success could be missed. 
 
These results are of particular interest to: (1) top management executives of project 
organizations especially strategic management and human resources, (2) project 
managers to be aware of the need to lead in the relationship and (3) project team 
members to accept the responsibility to lead in their respective work environments.  
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Preamble 
  
Dear Respondent 
 
May I formally introduce myself as a full-time MBA Student at the Nelson Mandela 
Metropolitan University. My name is Qaqambile Mangqalaza. I am requesting assistance 
with completing a questionnaire which will assist with determining the role of total project 
leadership on project success, especially the contribution made by both strategic leadership 
and team member leadership in complementing the project manager as a leader. Once 
completed, the analysis of the questionnaire will assist in making a contribution to the project 
management field.  
 
We guarantee the confidentiality and anonymity of all participants. Please note that neither 
your name nor the name of your company will be recorded. You also have the right not to 
participate in this study should you feel that your confidentiality and anonymity would be 
compromised. In this respect, the study has to meet the ethical standards required by the 
NMMU. 
 
You are part of our selected sample of respondents whose views we seek on the above-
mentioned matter. We would therefore appreciate it if you could answer a few questions in 
this regard, which should not take more than twenty-five minutes of your time.  
 
There are no correct or incorrect answers. Please answer the questions as accurately as 
possible. For each statement, tick the box which best describes your experience.  
 
Please assist in completing the questionnaire and returning it by no later than 15 August 
2012. Should you require any clarification please do not hesitate to contact me @ email: 
qaqambile@masilakhe.co.za, Fax: 043-7223349   
 
Yours faithfully 
 
Q. Mangqalaza     
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PART A: Demographic Information 
The information requested in this section of the questionnaire is important in assisting with the 
contextualization of the data provided in Part B of the questionnaire.  Please read through the 
information requested below and place an X-mark opposite the category that best describes your 
view.  The information provided in this form remains anonymous and is only for purposes of this 
study, so information such as your name will not be required.  
A1. Occupational Category within your firm 
1 Top Management (CEO & Executives)  
2 Project Manager  
3 Project Team Member  
 
A2: Highest level of Education Attained 
1 National Diploma  
2 Bachelor’s Degree  
3 Honour’s Degree  
4 Master’s Degree  
5 Doctoral Degree  
 
A3: Career involvement within Project Management 
1 Less than one year  
2 1 – 5 years  
3 6 – 10 years   
4 More than 10 years  
 
A4: Age group 
1 Less than 25 years  
2 26 – 35 years  
3 36 – 45 years  
4 More than 46 years  
 
A5: Gender Status 
1 Male  
2 Female  
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Part B 
_________________________________________________________________________ 
Please indicate with an X the extent to which you agree or disagree with each statement  
 
SECTION 1: CRITERIA FOR PROJECT SUCCESS (To be completed by all) 
 
Please answer the following questions 
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1.1 Project success means meeting time, cost and quality 
objectives 1 2 3 4 5 
1.2 Project success is meeting the project owner’s (sponsor) 
strategic goals 1 2 3 4 5 
1.3 Project success is an ambiguous, inclusive and multi-
dimensional concept that depends on the context 1 2 3 4 5 
1.4 Project success depends on each stakeholder’s viewpoint 1 2 3 4 5 
1.5 Projects are powerful strategic weapons initiated to create 
economic value and competitive advantage 1 2 3 4 5 
1.6 Large firms are transforming themselves from being 
bureaucratic by using projects to achieve organizational 
change, explore new markets, new products and solve 
complex problems 1 2 3 4 5 
1.7 Projects are initiated to create change, to develop new 
products, establish new manufacturing processes, or create a 
new organization 1 2 3 4 5 
1.8 Projects are initiated as a result of a need, e.g. market 
demand, a business opportunity, customer request, 
technological advance, legal requirement, a crisis and or 
social need 1 2 3 4 5 
1.9 There is no uniform measure of project success 1 2 3 4 5 
1.10 Projects are less about short-term goals and more about long- 1 2 3 4 5 
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term strategic intent to enhance the well-being of the 
organization 
1.11 The attention of project managers and team members is 
usually on operational aspects of controlling time, cost and 
quality to the detriment of business results 
1 2 3 4 5 
1.12 Critical factors that contribute to project success are project 
mission, top management support, project schedules, client 
consultation, personnel and training, technical tasks, client 
acceptance, monitoring and feedback, communication and 
troubleshooting 
1 2 3 4 5 
 
SECTION 2: PROJECT LEADERSHIP (To be completed by all) 
 
Please answer the following questions 
 
2.1 Project leadership involves the ability to foster relationships 
and work with others 
1 2 3 4 5 
2.2 For project leadership to thrive there must be shared purpose, 
right to express contrary opinion, joint accountability and 
absolute honesty between team members 
1 2 3 4 5 
2.3 If the leader alone has good leadership characteristics, 
automatically the team members will follow 
1 2 3 4 5 
2.4 To be effective, the project leader needs capable team 
members to support him/her 
1 2 3 4 5 
2.5 Followers themselves can be leaders 1 2 3 4 5 
2.6 Leadership has evolved from merely an individual aspect to 
be a collective effort by the leader and the led 
1 2 3 4 5 
2.7 Formal authority as the cornerstone of leadership is obsolete 1 2 3 4 5 
2.8 Leadership must be dispersed across a wide range of diverse 
individuals 
1 2 3 4 5 
2.9 A project requires different skills and therefore a team is an 
ideal mechanism to coordinate project work 
1 2 3 4 5 
2.10 Formal project leadership can be substituted by self-managed 
or self-directed work teams 
1 2 3 4 5 
2.11 Self-managed project teams are positively related to high 
business performance 
1 2 3 4 5 
2.12 Project leadership contributes positively to project success as 
mediator or contributor 
1 2 3 4 5 
2.13 The project manager is the Chief Executive of the project and 1 2 3 4 5 
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therefore takes charge of project leadership 
2.14 Project leadership isn’t what you do to people, it is what you 
do with them 
1 2 3 4 5 
SECTION 3: CORPORATE STRATEGIC LEADERSHIP AND PROJECT SUCCESS (To be 
completed by all) 
 
Please answer the following questions 
3.1 Executive teams, as strategic leaders, play a crucial role in 
project success 
1 2 3 4 5 
3.2 Corporate strategy determines what projects must be pursued 
for sustained competitive advantage 
1 2 3 4 5 
3.3 Projects fail to achieve business results because too many 
poor ideas are launched as projects 
1 2 3 4 5 
3.4 Projects are a source of competitive advantage, an 
opportunity for an organization to learn and sustain itself in a 
competitive market 
1 2 3 4 5 
3.5 It is the responsibility of the project sponsor, as a strategic 
leader, to manage a company-wide methodology to implement 
corporate strategy 
1 2 3 4 5 
3.6 Strategic project leadership (SPL) is aimed at aligning projects 
to the creation of competitive advantage and winning in the 
market place 
1 2 3 4 5 
3.7 Projects fail as a result of misalignment of the project planning 
with business strategy 
1 2 3 4 5 
3.8 Project selection and prioritization enable a strong link 
between projects and strategy 
1 2 3 4 5 
SECTION 4: TEAM MEMBER LEADERSHIP AND PROJECT SUCCESS (To be completed by the 
Project Sponsor & Team Members) 
 
Please answer the following questions 
4.1 There can be no leader without competent followers 1 2 3 4 5 
4.2 Team members are knowledge workers, who tend to know 
more about their work than their managers and are self-
motivated, which reduces the need for leadership 
1 2 3 4 5 
4.3 The project leader and the team members are entangled in a 
complex interdependency 
1 2 3 4 5 
4.4 Team members play an active role in crafting a leadership 
relationship, empowering the project leader and influencing 
his or her behaviour and consequently determining the results 
1 2 3 4 5 
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of the leadership relationship 
4.5 Successful organizations depend on a mix of excellence in 
leadership and team membership 
1 2 3 4 5 
4.6 Team members prefer a leader with a complementary match 
of characteristics/style 
1 2 3 4 5 
4.7 Leadership characteristics/style imposed on team members 
fail to induce performance 
1 2 3 4 5 
4.8 Extroverted followers prefer transformational leadership 1 2 3 4 5 
4.9 Team members prefer project leaders who have similar 
tastes, attitudes and values to those of team members 
1 2 3 4 5 
4.10 Team members who are agreeable by nature dislike 
confrontation and therefore prefer project managers who are 
transformational leaders 
1 2 3 4 5 
4.11 A project manager’s leadership competencies are NOT the 
only key driving force leading towards project success 
1 2 3 4 5 
4.12 There is an overreliance on project manager leadership for 
project success while ignoring the complementary roles of 
team members 
1 2 3 4 5 
4.13 Shared leadership is required at all project levels 1 2 3 4 5 
4.14 For a project to be successful, both team member leadership 
and strategic leadership must complement the project 
manager leadership  
1 2 3 4 5 
 
Part C:  
Based on your experience, is there any other leadership aspect that contributes to project success? 
_________________________________________________________________________________
_________________________________________________________________________________
_________________________________________________________________________________
_________________________________________________________________________________ 
 
